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INTRODUCTION 


Management  Reviews  and  Occupancy  Audits  are  performed 
regularly  of  all  public  housing  authorities  (PHA)  and  are  done  for 
the  purpose  of  determining  compliance  with  requirements  of  the 
annual  contributions  contract  (ACC),  and  to  determine  the 
effectiveness  of  the  administrative  and  operating  systems 
maintained  by  the  PHA.  The  reports  are  intended  to  be  used  as  tools 
by  authorities  in  evaluating  and  improving  their  management  systems 
rather  than  to  be  used  to  force  unwanted  changes. 

The  review  of  the  Boston  Housing  Authority  (hereinafter  BHA), 
conducted  during  the  two  week  period  ended  March  9,  1990,  revealed 
significant  improvements  since  our  last  management  review  that  was 
completed  in  1982.  At  that  time,  a  court-ordered  Receiver  was 
manac.ng  the  Authority  because  of  long-standing  problems  affecting 
all  aspects  of  the  Authority's  operations,  and  the  inability  of  the 
Board  of  Commissioners  and  Mayor  to  initiate  corrective  action. 
Although  substantial  improvements  have  occurred,  the  review  team  - 

-  comprised  of  HUD  staff  from  field  offices  throughout  the  country 

—  identified  operating  conditions  that  were  inconsistent  with  the 
ACC  and  HUD  regulations,  or  represented  management  practices  that 
were  inconsistent  with  the  economical  and  efficient  administration 
of  the  federal  public  housing  program.  While  our  report  addresses 
many  issues,  this  section  of  the  report  provides  a  list  of  the  most 
important  ones  that  we  believe  require  prompt  consideration. 

For  the  last  several  years,  the  Authority  has  spent  more  than 
the  federal  assistance  and  rental  income  it  collected  which  has 
resulted  in  a  depletion  of  its  operating  reserve  to  an  amount  that 
is  considered  inadequate  to  provide  working  capital  and  for 
contingencies.  Administrative  salaries  and  expenses  have  increased 
steadily  so  that  the  amount  proposed  to  be  spent  for  maintenance 
and  operations  of  developments  is  reduced.  The  diminished  operating 
reserve,  coupled  with  the  Authority's  inability  to  timely 
requisition  funds  from  HUD  for  capital  improvement  programs,  has 
created  a  cash  management  problem  and  has  forced  the  Authority  to 
rely  excessively  on  interfund  transfers,  creating  accounting 
problems  and  reducing  opportunities  to  earn  investment  income. 
Prompt  attention  must  be  directed  to  improving  management  systems 
relative  to  financial  planning,  budgeting,  controlling  and 
reporting,  including  cash  management  for  the  Authority's  entire 
operation. 

Since  1985,  the  Authority  has  increased  administrative  staff 
and  established  organizational  units  that  may  not  be  entirely 
necessary  or  effective  and  which  have  created  communication 
difficulties,  especially  in  the  areas  of  financial  and  cash 
management,  and  capital  improvement  planning  and  implementation. 
It  is  recommended  that  an  examination  be  made  of  the  existing 


organization  for  the  purpose  of  eliminating  unnecessary 
organizational  units,  reducing  administrative  costs,  improving 
channels  of  communications  and  to  design  an  employee  incentive  and 
evaluation  system  that  would  promote  the  overall  objectives  of  the 
Authority.  Specifically,  such  actions  as  collecting  rent,  keeping 
developments  clean,  responding  to  work  orders  and  similar  tasks, 
should  be  the  basis  for  evaluation  of  management  performance. 

One  of  the  objectives  of  the  review  was  to  determine  whether 
it  is  appropriate  to  continue  the  Authority's  designation  of 
"Operationally  Troubled".  We  examined  the  Authority's  performance 
and  compared  it  with  seven  HUD  standards  and  concluded  that  the 
designation  was  appropriate  and  should  be  continued  until  certain 
improvements  are  evident.  The  BHA  failed  to  meet  six  of  the 
performance  standards . 

The  physical  condition  and  maintenance  programs  cf 
developments  are  significantly  improved  since  our  1982  review.  The 
work  order  system  is  effective,  however,  backlogs  of  work  were 
noted  at  some  family  developments.  The  maintenance  work-force  is 
skilled  and  productive  although  the  wages  paid  are  considerably 
higher  than  HUD  determined  prevailing  wages.  Steps  must  be  taker, 
to  limit  wage  rates  and  employee  benefits  to  be  more  in-line  with 
HUD  determinations.  Annual  unit  inspections  need  to  be  used 
consistently  and  more  effectively  as  a  preventative  maintenance 
tool.  Additional  attention  is  necessary  to  design  management 
incentive  and  employee  evaluation  systems  that  promote  the 
attainment  of  Authority  objectives. 

Better  administration,  control  and  evaluation  systems  are 
necessary  regarding  the  use  of  private  agents  and  tenant  management 
corporations  to  operate  the  federal  public  housing  developments. 
We  have  recommended  that  before  new  contracts  are  awarded  to 
private  agents  the  Authority  should  conduct  cost-benefit  analyses, 
develop  well-defined  workplans  and  contracts,  publicly  solicit 
proposals,  and  maintain  a  periodic  evaluation  system. 

Public  security  is  a  serious  concern  of  Authority  officials 
and  residents,  but  despite  the  use  of  a  considerable  amount  of 
federal  capital  improvement  funds  for  security  the  problem 
continues.  Our  review  observed  that  only  federal  funds  were  used 
to  pay  for  security  services  during  the  last  two  years  which  was 
inconsistent  with  the  requirements  of  the  ACC  and  Housing  Act  of 
1937.  Approximately  20%  of  the  Authority's  inventory  of  public 
housing  is  state-assisted  and  should  absorb  a  proportionate  share 
of  the  security  costs. 

Relative  to  tenant  selection  and  continued  occupancy  we  have 
recommended  that  the  waiting  list  for  family  developments  be 
updated  and,  we  have  referred  to  the  HUD  Office  of  Fair  Housing  & 
Equal  Opportunity  for  review  and  decision  whether  project  specific 
waiting  lists  for  elderly  developments  should  be  allowed  to 


continue.  The  Authority  needs  to  improve  its  methods  of  income 
verification,  revise  the  transfer  policy  for  over-and  under-housed 
residents  and  improve  its  inspection  program  and  record-keeping 
system.  A  new  lease  agreement  must  be  written  that  incorporates  HUD 
requirements  including  provisions  for  expedited  evictions  and 
resident-caused  damages. 

We  found  that  the  Authority  operates  an  effective  program  of 
resident  support  services  including  resident  employment,  child 
care,  youth  employment  and  athletics,  adult  education  and  literacy 
programs,  and  various  services  for  elderly  residents  in  all 
developments . 

Additional  observations  and  recommendations  are  detailed 
elsewhere  in  this  report;  a  summary  can  be  found  in  the  last  parr 
of  this  report  which  is  provided  for  your  convenience  and  reply. 

A  draft  report  was  issued  on  July  24,  1990  to  which  the 
Authority  responded  on  August  22,  1990  with  additional  information 
and  clarification  of  information  obtained  during  the  review.  A 
meeting  between  the  Authority  and  HUD  concerning  the  report  was 
held  on  September  11,  and  another  response  was  provided  by  the 
Authority  on  October  5.  This  final  report  is  the  product  of 
evaluation  of  on-site  field  work  and  the  subsequent  responses  of 
the  Authority. 


BACKGROUND 


On  July  25,  1979,  the  Housing  Court  placed  the  Boston  Housing 
Authority  in  receivership,  which  was  affirmed  by  the  Supreme 
Judicial  Court  on  February  4,  1980.  This  major  event  was  initiated 
when  Armando  Perez  and  eight  other  tenants  filed  a  complaint  on 
February  7,  1975,  to  have  widespread  violations  of  the  State 
Sanitary  Code  remedied,  claiming  the  violation  "caused  irreparable 
physical  and/or  emotional  injury"  to  residents.  Several  years  and 
many  avenues  of  attempted  relief  from  unsafe,  unsanitary,  and 
indecent  conditions  in  public  housing  had  proven  the  Board  of 
Commissioners  to  be  incompetent  in  its  oversight  of  the  Authority 
and  unresponsive  to  its  tenants.  Police  protection  and  trasn 
collection  services  had  all  but  stopped  and  the  Authority's 
properties  had,  due  to  a  lack  of  routine  and  preventative 
maintenance,  lapsed  into  serious  disrepair.  The  receivership  period 
followed  at  least  12  years  of  serious  management  problems  and 
substandard  maintenance.  Conditions  in  Boston's  public  housing  were 
so  deplorable  that  the  vacancy  rate  was  in  the  25%  range  prior  to 
receivership,  with  vacancies  having  tripled  between  1975  and  1979 
in  a  number  of  developments.  The  Authority  had  also  become  a  center 
of  patronage  hiring,  exacerbating  the  problem. 

On  February  5,  1980,  the  Court  appointed  Harry  Spence  as 
Receiver  and  directed  him  to  take  any  and  all  actions  needed  to 
bring  conditions  in  housing  units  owned  by  the  BHA  into  compliance 
with  the  state  sanitary  code  and  with  all  other  laws  regulating  the 
conditions  and  habitability  of  housing.  To  accomplish  those 
objectives,  the  court  gave  the  Receiver  all  the  powers  which  the 
Housing  Authority's  Board  of  Commissioners  or  Executive  Director 
could  otherwise  exercise.  While  the  running  of  the  Housing 
Authority  was  given  to  the  Receiver,  the  Court  maintained  close 
oversight  by  weekly  meetings,  written  reports,  court  hearings  on 
progress  and  by  appointing  a  Housing  Advisory  Committee  to  assist 
the  Receiver. 

Until  August,  1984,  when  the  Receiver  stepped  down,  numerous 
and  significant  accomplishments  were  achieved,  such  as  stopping  the 
increase  of  vacant  units,  soliciting  significant  amounts  of  funds 
for  rehabilitation  of  vacant  units,  as  well  initiating  improvements 
to  the  financial  planning,  control  anr  reporting  systems.  While  the 
court  was  impressed  with  the  pre  -ss  it  observed,  numerous 
problems  remained  and  in  1984  it  w^  ecided  that  the  remaining 
objectives  for  turning  the  Authority  _  the  right  direction  could 
best  be  achieved  in  a  restorative  phase  of  action. 

To  implement  the  restorative  phase,  in  October,  1984,  the 
Court  gave  to  the  Mayor  of  Boston  all  the  powers  and  responsibility 
previously  provided  to  the  Receiver,  including  the  authority  to 
employ  and  direct  an  Administrator  of  the  Authority.  On 
November   13,   1984,   the  Mayor  appointed  Doris   Bunte '   to  be 


Administrator  and  in  April,  1986,  established  a  Monitoring 
Committee  of  five  tenants  and  four  non-tenant  representatives  to 
advise  him  on  Authority  matters.  The  restorative  phase  was  expected 
to  continue  until  a  new  form  of  governance  would  be  decided  upon 
and  legislated  for  the  BHA.  While  the  Court  indicated  that  it  would 
not  be  proper  for  it  to  take  a  position  regarding  the  legislation 
on  how  the  BHA  should  be  governed,  it  did  express  its  opinion  that 
a  direct  line  of  accountability  between  the  Mayor  and  the  BHA  with 
no  intervening  board,  and  a  small  committee  with  substantial  tenant 
representation  which  functions  solely  in  a  monitoring  capacity  "may 
be  the  most  appropriate  form  of  governance." 

On  May  23,  1989,  Governor  Dukakis  signed  a  Home  Rule  Petition 
that  created  an  arrangement  governing  the  Authority  that  was  very 
similar  to  the  Court's  recommendation.  The  new  structure  for 
governing  the  BHA  is  generally  considered  to  be  more  effective  than 
the  previous  arrangement  with  a  board  of  commissioners  since  it 
concentrated  authority  to  run  the  BHA  in  one  person,  the 
administrator,  rather  than  dispersing  authority  among  a  board  cf 
commissioners.  Responsibility  for  the  housing  authority's 
performance  clearly  rests  with  the  Mayor  who  can  hire  and  fire  the 
Administrator,  and  who  cannot  blame  the  Board  of  Commissioners  for 
the  Authority's  performance  shortcomings.  The  new  law 
institutionalizes  a  Monitoring  Committee  to  be  comprised  of  a 
majority  of  tenants,  to  provide  for  an  independent  voice  regarding 
the  BHA's  performance;  and  the  Committee  possesses  initial 
authority  to  approve  or  disapprove  BHA  budgets,  which  may  be 
overruled  by  the  Mayor  subject  to  his  written  explanation.  The  new 
governing  arrangement  requires  the  BHA  to  disclose  its  performance 
by  filing  reports  on  a  regular  basis  with  the  City  Council  and  also 
requires  the  Monitoring  Committee  to  issue  an  annual  report  to  the 
Mayor . 

On  September  7,  1990,  Judge  Guy  Volterra  issued  a  Final  Order 
terminating  the  Court's  active  supervision  of  the  Boston  Housing 
Authority.  The  Final  Order  noted  that  the  Court's  supervision  was 
no  longer  necessary  because  of  the  "BHA's  extensive  achievements 
during  the  1980 's". 


PART  I 


Organization,  Staffing  and  Administration 


PART  I 
ORGANIZATION,  STAFFING  AND  ADMINISTRATION 


The  Authority's  organizational  chart  shows  ten  major 
departments,  reporting  directly  to  the  Administrator,  which  include 
nearly  1,400  employees  earning  approximately  $40  million  in 
salaries,  wages  and  employee  benefits.  Since  1986,  the  Authority 
has  increased  its  administrative  staff  and  costs  substantially 
while  operating  a  federal  housing  program  that  did  not  increase 
significantly  in  the  number  of  units  maintained  for  occupancy.  It 
appears  that  the  increased  cost  of  administration  was  paid  for  to 
some  extent  by  a  limitation  of  resources  applied  to  the  maintenance 
and  operations  of  the  developments.  The  HUD-approved  revised 
operating  budget  for  the  Authority's  fiscal  year  ending  March  31, 
1991,  shows  that  spending  for  ordinary  maintenance  and  operations 
will  be  3%  less  than  the  amount  expended  in  1988  while 
administrative  costs  are  expected  to  be  29%  higher  than  in  1988. 

In  view  of  the  changes  in  the  Authority's  operation  since 
1984,  when  the  Court  returned  substantial  control  to  the  Mayor  ana 
Administrator,  it  seems  that  an  examination  is  necessary  to 
redefine  the  mission  and  objectives  of  the  Authority  and  to  review 
the  organization  that  has  evolved.  Such  a  review  should  focus  en 
whether  the  present  organizational  arrangement  is  best  no 
accomplish  the  Authority's  objectives  efficiently,  economically, 
and  in  a  way  that  promotes  effective  communications  and  sufficient 
participation  for  sound  decisions.  Some  of  the  issues  discussed  in 
this  report  appear  to  be  appropriate  for  examination  to  determine 
whether  the  existing  organization  may  in  some  way  impede  the 
Authority's  capacity  to  perform  to  its  full  potential;  the 
following  items  are  suggested  for  consideration: 

♦  Define  more  clearly  the  Authority's  general  goals  and 
objectives  and  specifically  for  each  organizational  unit;  develop 
performance  standards  for  all  supervisors,  including  timely- 
evaluation  and  salary  adjustments  based  on  performance;  establish 
individual  goals  that  promote  the  attainment  of  Authority  goals; 
create  a  process  to  evaluate  on  a  continuing  basis  management 
systems,  handbooks,  operating  manuals  and  other  operating  guides. 

♦  Review  and  determine  whether  the  new  governing  arrangement 
of  the  Authority  that  eliminated  the  Board  of  Commissioners  and 
gave  all  authority  to  the  Mayor  and  Administrator  requires 
organizational  changes. 

+  Determine  what  are  the  essential  tasks  that  must  be 
performed  for  the  purpose  of  eliminating  unnecessary  organizational 
units,  and  possible  reduction  of  staff,  with  the  objective  of 
promoting  economy  and  cost  reductions. 
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+  Review  span  of  control  throughout  the  organization,  but 
particularly  at  the  Administrator's  level,  where  ten  departments 
report  directly. 

+  Review  all  channels  of  communications,  especially  in  the 
areas  of  financial  planning,  control  and  reporting,  cash 
management,  timely  payments  to  vendors  and  contractors,  contract 
administration,  and  capital  improvement  planning  and 
implementation . 

+  Relative  to  rent  collection,  consider  the  role  of  the  on- 
site  manager  and  whether  a  performance  standard  regarding  this 
critical  responsibility  should  be  assigned  to  the  position. 

+  Evaluate  whether  the  use  of  private  agents  to  manage 
developments  is  cost  beneficial  and  effective  and,  if  so,  design 
a  management  system  that  will  effectively  monitor  and  control  the 
process . 

*  Consider  whether  contracting  for  services  may  be  more 
effective  and  economical  than  the  employment  of  staff. 

The  above  list  is  not  necessarily  all  inclusive  and  other 
performance  areas  may  be  impacted  by  the  existing  organization  of 
the  Authority.  While  an  in-house  review  and  reorganization  was 
implemented  by  the  BHA  after  HUD's  on-site  review  was  done, 
additional  savings  and  efficiencies  are  possible.  It  is  suggested 
that  an  evaluation  should  be  performed  by  a  prominent  consulting 
firm  or  major  accounting  and  management  firm  familiar  with  the 
administration  of  large  corporate  and  institutional  organizations. 
It  is  recommended  that  a  scope  of  work  should  be  defined  and 
requests  for  proposals  solicited  to  perform  an  organizational  and 
staff  review. 

Comparability  Documentation 

The  BHA  maintains  detailed  documentation  in  support  of  the 
administrative  salary  comparability  information  submitted  with  the 
operating  budget.  The  BHA  compares  its  salaries  for  administrative 
positions  with  comparable  administrative  positions  in  the  City  of 
Boston  and  in  the  Boston  School  Department.  The  Authority  also 
maintains  copies  of  collective  bargaining  agreements  and  management 
pians--which  include  salary  and  classification  schedules--for  each 
of  the  major  groups  of  clerical/secretarial,  professional  and 
management  employees  in  the  City  and  in  the  Boston  School 
Department.  The  BHA  also  has  job  descriptions  from  the  School 
Department  and  the  City  for  positions  used  as  comparables . 

Annually,  the  Assistant  Administrator  for  Human  Resources 
meets  with  personnel  officials  in  the  City  and  the  School 
Department  to  review  changes  projected  for  salaries  for  the  next 
fiscal  year.  Projected  increases  are  then  entered  into  a  computer 

11 


file  to  update  salaries.  This  file  has  BHA  administrative  job 
titles  and  salaries  along  with  the  job  titles,  salaries,  and 
agencies  for  comparable  positions. 

In  the  salary  comparability  study  provided  to  HUD  with  the 
BHA  FY  91  operating  budget,  some  of  the  salaries  for  comparable 
positions  were  less  than  BHA  projected  salaries.  According  to  the 
BHA,  the  discrepancies  were  due  to  the  fact  that  the  salaries  were 
those  for  FY  90  and  did  not  reflect  any  increases  for  FY  91.  The 
BHA  maintains  that  the  City  was  unwilling  to  project  salary 
increases  for  FY  91,  since  its  collective  bargaining  agreements 
expire  at  the  end  of  June  1990.  Similarly,  the  School  Department 
was  unwilling  to  project  salary  increases  for  FY  91,  since  its 
collective  bargaining  agreements  expired  in  June  1989,  and 
negotiations  for  a  new  agreement  have  not  concluded. 

An  analysis  of  the  clerical/professional  salary  ranges 
indicates  that  the  entry  level  salary  range  for  the  BHA  in  FY  90 
is  $17,203  -  $20,160,  while  the  comparable  range  for  the  City  is 
$14,673  -  $19,309. 

Union  Agreements 

All  BHA  employees,  with  the  exception  of  senior  management 
employees  and  exempt  employees,  are  in  one  of  five  unions.  Two 
unions  (International  Brotherhood  of  Teamsters,  Chauffeurs, 
Warehousemen,  and  Helpers  of  America;  and,  the  International 
Brotherhood  of  Police  Officers)  have  multiple  units  representing 
different  groups  of  employees.  Two  unions  (Teamster-Safety  Officer 
and  IBPO  -Local  425)  have  received  recognition  within  the  last  year 
and  have  not  negotiated  their  first  collective  bargaining 
agreement . 

Each  collective  bargaining  agreement  is  negotiated  by  a  team 
of  senior  managers  including  the  Assistant  Administrators  for 
Fiscal  Affairs  and  for  Human  Resources,  the  Deputy  General  Counsel, 
and  the  division  director  responsible  for  the  employees  covered  by 
the  agreement.  Prior  to  beginning  negotiations  on  an  agreement,  the 
management  team  meets  with  the  Administrator  to  set  goals  and 
strategy  for  the  negotiations.  During  negotiations,  the  management 
team  consults  with  and  receives  instructions  from  the 
Administrator . 

The  collective  bargaining  agreements  cover  equal  employment 
and  resident  employment  opportunities;  job  titles  and 
classifications;  wages;  hours  of  work  and  overtime;  disciplinary 
action;  promotions;  lay-off  and  recall;  holidays,  sick  leave  and 
annual  leave;  and  other  benefits  and  requirements.  Although  the 
provisions  covering  job  titles  and  classifications  and  wages  differ 
from  agreement  to  agreement,  most  other  provisions  of  the 
agreements  are  very  similar.  All  of  the  agreements  provide  for  the 
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Base  holidays,  annual  leave  and  sick  leave.  They  also  provide  for 
the  same  retirement  plan  and  health  insurance. 

Below  is  a  brief  description  of  the  unions  and  their 
collective  bargaining  agreements: 

1)  Boston  Building  Trades  Council 

The  BTC  represents  permanent  skilled  craft  workers,  such  as 
plumbers,  electricians,  carpenters  and  painters.  The  last  agreement 
with  the  BTC  began  April  1,  1987  and  ended  March  31,  1990.  In  the 
last  negotiations  with  the  BTC,  the  BHA  gained  the  right  to 
negotiate  wage  rates,  rather  than  having  wage  rates  set  by  the 
Department  of  Labor  and  Industries.  The  BHA  also  negotiated  more 
flexible  work  assignment  rules  and  the  establishment  of  two  wage 
classifications  (Group  1  and  Group  2)  covering  all  of  the  different 
crafts . 

2 )  Massachusetts  Laborers  District  Council 

The  Laborers  Council  represents  laborers,  janitor- 
groundskeepers ,  appliance  men  and  auto  mechanics.  The  last 
agreement  with  the  Laborers  began  April  1,  1988  and  extends  to 
March  31,  1991.  In  the  last  negotiations  with  the  Laborers,  the  BHA 
won  the  right  to  negotiate  wage  rates,  rather  than  having  wage 
rates  set  by  the  Department  of  Labor  and  Industries.  The  BHA  also 
negotiated  the  elimination  of  premiums  that  had  been  paid  for 
working  with  heavy  equipment  and  light  equipment. 

3 )  International   Brotherhood  of   Firemen,   Oilers,   Powerhouse 
Employees,  Operators,  and  Maintenance  Men,  Local  3 

The  Brotherhood  represents  firemen  who  operate  BHA  heating 
plants.  The  last  contract  with  the  firemen  expired  May  31,  1989. 
The  BHA  has  been  negotiating  with  the  firemen  since  the  Spring  of 
19  89,  but  even  with  the  involvement  of  a  mediator,  the  BHA  and  the 
firemen  have  not  reached  a  new  agreement. 

4 )  International  Brotherhood  of  Police  Officers,  Local  408 

IBPO  Local  408  represents  investigators/police  officers.  A 
collective  bargaining  agreement  covering  the  period  April  1,  1989, 
through  March  31,  1992,  was  reached  on  June  8,  1990. 

5 )  International  Brotherhood  of  Police  Officers,  Local  425 

IBPO  Local  425  is  _a  new  unit  representing  sergeants  and 
lieutenants.  Contract  negotiations  between  the  BHA  and  Local  425 
have  not  begun. 
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6) 


International    Brotherhood    of    Teamsters,    Chauffeurs, 


Warehousemen,  and  Helpers  of  America,  Local  122.  Unit  A  and  B 

Teamsters  Local  122,  Units  A  and  B,  represents  white-collar 
employees  in  grades  3  to  1LA,  with  the  exception  of  exempt 
employees.  Unit  A  covers  employees  in  grades  3  to  7 ,  while  Unit  B 
covers  employees  in  grades  8  to  11A.  The  last  agreement  with  the 
Teamsters  began  April  1,  1989  and  extends  to  March  31,  1992.  In  the 
last  negotiations  with  the  Teamsters,  the  BRA  agreed  to  flexible 
work  schedules  and  to  a  dental  plan  where  the  BHA  pays  60%  of  the 
monthly  premiums . 


International 


Brotherhood 


of    Teamsters,    Chauffeurs, 


Warehousemen,  and  Helpers  of  America,  Local  122  —  Safety  Officers 
Unit 


Teamsters  -  Safety  Officers  is  a  new  unit  representing  safety 
officers,  senior  safety  officers  and  tour  supervisors.  Contract 
negotiations  between  the  BHA  and  the  Teamsters  have  not  yet  begun. 
For  comparison  purposes,  below  is  a  table  of  benefits  provided  by 
the  City  of  Boston,  Boston  School  Department  and  the  BHA: 


BENEFIT 

BHA 
TEAMSTER 

BHA 
SR. 

MGT. 

CITY 
SEIU 

CITY 
AFSCME 

CITY 
SENA 

BPS 
BTU 

Sick 
Days 

15 

30  non- 
cum 

12-cash 
redemp 

15-cash 
redemp 

15-cash 
redemp 

15 

Annual 
Leave 

10-25 

15-: 

25 

10-25 

10-25 

20-30 

9±DDl 

Vacs. 

Personal 
Days 

3 

3 

3 

None 

3 

3 

Holidays 

13 

13 

13 

13 

13 

13 

Tuition 
Reimb . 

Yes 

NO 

Yes 

Yes 

Yes 

Salary 

Credit 

Health 
Insur. 

Yes 

Yes 

Yes 

Yes 

Yes 

Yes 

Dental 
Plan 

Yes 

Yes 

CI 

eaning 

No 

No 

Yes 

Only 
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state- 
Boston 
Retire. 

Yes 

Yes 

Yes 

Yes 

Yes 

Yes 

Travel 
Reimb.   $ 

,22/mi 

$.22/mi 

$.20/mi 

(not 

available) 

$.20/mi 

Longevity 
Bonus 

No 

No 

$200- 
350/yr 

No 

$200- 
350/yr 

No 

While  the  BHA  provides  benefits  that  are  comparable  to  those 
provided  by  the  City  of  Boston  and  the  Boston  School  Departments, 
the  BHA  pays  wage  rates  for  its  maintenance  employees  that  exceed 
HUD-determined  Maintenance  Wage  Rates.  Below  is  a  comparison  of  BHA 
and  HTJD  Maintenance  Wage  Rates: 


JOB  TITLE 

19  89  BHA 

19  90  HUD 

BHA/HUD  DIFF. 

Appliance  man 

$12.28 

$10.02 

$2.26 

Auto  Mechanic 

14.83 

13.23 

1.60 

Bricklayer 

16.26 

13.44 

2.82 

Brush  Painter 

16.26 

11.78 

4.48 

Carpenter 

16.26 

12.64 

3.62 

Carpenter/Floorlayer  16.26 

12.64 

3.62 

Carpenter /Welder 

16.26 

12.64 

3.62 

Cement  Mason 

16.26 

12.64 

3.62 

Electrician 

17.92 

13.50 

4.42 

Fireman  LP 

10.26 

11.20 

-0.94 

Glazier 

16.26 

12.53 

3.73 

Janitor 

9.62 

8.17 

1.45 

Laborer 

12.04 

9.90 

2.14 

Oil  Burner  Mech. 

17.92 

12.91 

5.01 

Pipefitter 

17.92 

13.10 

4.82 

Plasterer 

16.26 

13.44 

2.82 

Plumber 

17.92 

13.10 

4.82 

Spray  Painter 

16.26 

13.14 

3.12 

Stationary  Engineer 

11.12 

11.45 

-0.33 

Steamf itter 

17.92 

13.10 

4.82 

Steamf it ter /Welder 

17.92 

13.10 

4.82 

Taper 

16.26 

11.78 

4.48 

Tilesetter 

16.26 

12.80 

3.46 

According  to  the  BHA,  the  higher  wage  rates  were  due  to  the 
fact  that,  until  very  recently,  the  Authority  was  required  to  pay 
its  maintenance  employees  wage  rates  determined  by  the 
Commonwealth's  Department  of  Labor  and  Industries  (DLI).  These  DLI 
maintenance  wage  rates  were  set  at  80%  of  the  prevailing 
construction  rates,  substantially  higher  than  HUD  rates.  With  the 
new  agreements,  the  BHA  now  can  negotiate  wage  rates  with  the 
Laborers  and  the  Boston  Building  Trades  Council. 
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The  BHA'a  high  maintenance  wage  rates  are  a  serious  concern 
to  HUD.  The  operating  subsidy  that  HUD  provides  to  the  BHA  assumes 
that  the  BHA  is  paying  prevailing  maintenance  wage  rates,  as 
reflected  in  the  Maintenance  Wage  Rate  Determination.  The  payment 
of  wages  higher  than  the  HUD-determined  levels  is  inconsistent  with 
the  annual  contributions  contract  the  Authority  has  executed  with 
HUD,  which  states  in  Section  101  that  the  Authority  will  "promote 
serviceability,  efficiency,  economy  ...  to  achieve  the  economic 
and  social  well-being  and  advancement  of  the  tenants  ..." 

Recommendation 

Despite  the  BHA's  recent  success  in  controlling  maintenance 
wage  rates  through  court  action  and  union  bargaining,  the  wages 
paid  to  some  employees  are  more  than  35%  higher  than  the  HUD  - 
determined  prevailing  wages.  Continued  efforts  must  be  made  through 
union  bargaining  to  apply  the  federally  -  determined  wage  rates  to 
new  employees  and  to  work  performed  in  federal  developments  which 
comprise  more  than  70%  of  the  BHA's  public  housing  stock.  Tc 
promote  this  objective  the  BHA  should  establish  a  plan  and  targets 
by  which  it  could  monitor  the  narrowing  of  disparity  between  the 
actual  wages  paid  and  the  HUD-determined  wage  rates. 

Personnel  Policies 

The  personnel  policies  of  the  BHA  are  defined  largely  in  the 
collective  bargaining  agreements  with  unions  and  in  the  Managemer.. 
Policy  Plan  covering  senior  management  employees  and  exempt 
employees.  These  documents  function  as  the  BHA's  Statement  of 
Personnel  Policies.  All  employees,  with  the  exception  of  senior 
management  employees  and  exempt  employees,  are  in  five  (5)  unions. 
The  collective  bargaining  agreements  and  the  Policy  Plan  each 
cover: 

job  titles  and  classifications 

wages 

hours  of  work  and  overtime 

holidays,  sick  leave  and  annual  leave 

other  benefits 


and 


However,  the  agreements  do  not  address  all  employee  benefits, 
in  some  cases  provide  benefits  in  excess  of  HUD  guidelines. 

The  Management  Policy  Plan  provides  senior  management 
employees  with  benefits  similar  to  those  received  by  unionized 
white-collar  employees.  Senior  management  employees  work  a  35  hour 
week  and  receive  the  same  cost  of  living  increase  as  unionized 
white-collar  employees  but  they  are  not  eligible  for  overtime  or 
compensatory  time.  Senior  management  employees  receive  the  same 
holidays  and  personal  days  but  have  a  different  sick  leave  plan 
that  provides  for  30  days  of  sick  leave  that  does  not  accrue  from 
year  to  year.  Annual  leave  for  senior  management  employees  is  also 

16 


different  for  the  same  years  of  service.  Senior  management 
employees  participate  in  the  same  retirement  and  dental  plan  and 
receive  the  sane  health  insurance  as  unionized  employees . 

The  Management  Policy  Plan  does  not  contain  a  complete 
description  of  the  employee  benefits  programs  available  to  senior 
management  employees  such  as  unemployment  insurance,  workers 
compensation,  health  insurance  and  dental  insurance. 

Reconmiendat  ion : 

Submit  a  summary  of  benefits  negotiated  for  each  union 
agreement,  accompanied  with  the  Authority's  evaluation  of  benefits 
for  compliance  with  HUD  guidelines  in  Handbook  7401.7,  Chapter  4. 

Future  union  negotiations  should  consider  whether  employee 
benefits  provided  for  in  agreements  are  consistent  with  HUD 
guidelines  to  insure  that  federal  funds  will  be  available  and 
approved  to  allow  payment. 

The  BHA  should  include  a  description  of  all  benefit  programs 
in  the  new  Management  Policy  Plan  that  is  currently  under  revision 
and  submit  it  to  HUD  for  review. 

Recommendation 

Even  though  each  Union  contract  allows  for  performance 
evaluations  to  be  performed  and  the  current  Management  Plan  states 
that  evaluations  will  be  conducted  annually,  there  have  been  no 
evaluations  performed  since  1987.  BHA  does  not  associate  salary 
increases  or  promotions  with  performance  and  it  is  recommended  that 
a  system  to  do  so  should  be  implemented. 

Failure  to  Adopt  a  Personnel  Policy  -  ( HUD  7401.7  and  ACC,  Part  II, 
Section  307  (A) 

BHA  has  established  a  Management  Plan  which  provides  guidance 
on  various  personnel  matters.  Section  307(A)  of  the  ACC  requires 
PHA  to  adopt  and  comply  with  a  statement  of  personnel  policies 
comparable  with  pertinent  local  practices  applicable  to  both 
administrative  and  maintenance  personnel. 

Even  though  BHA  has  agreements  with  five  separate  unions,  a 
policy  must  be  written  to  cover  all  personnel  practices  for  all 
employees.  Union  contracts  may  be  considered  a  part  of  the 
comprehensive  policy.  The  policy  is  to  be  made  applicable  to  all 
BHA  personnel . 

Recommendation 

Adopt  and  submit  a  consolidated  statement  of  personnel 
policies  comparable  with  pertinent  local  public  practice  and 
consistent  with  the  ACC. 
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PART  II 
BASIC  DOCUMENTS 
(TRAVEL,  ETC.) 

The  purpose  of  this  section  of  the  review  is  to  evaluate  the 
extent  to  which  travel-related  expenses  comply  with  HUD 
requirements.  The  review  consisted  of  examination  of  the  BHA's 
Travel  Policy  to  determine  its  applicability  with  current  practices 
and  procedures.  BHA  expenses  incurred  for  travel  and  vehicles,  and 
the  use  of  credit  cards  were  also  reviewed. 

Vehicles 

Each  of  the  vehicles  assigned  to  either  a  particular  Authority 
employee  or  a  specific  BHA  site  is  assigned  a  file  number.  The 
Central  Maintenance  Office  maintains  records  and  generates  reports 
of  annual  vehicle  repairs.  A  schedule  of  monthly  vehicle  and 
general  service  repairs  is  also  maintained.  The  Annual  Vehicle 
Repair  Summary  Report  reveals  the  costs  of  both  labor  and  material 
and  gives  a  brief  description  of  repairs  for  each  vehicle. 

The  Authority  does  not  maintain  a  mileage  log.  A  sample  of 
work  orders  revealed  mileage  recorded;  however,  a  general  log  of 
computer  printout  summaries  from  Central  Maintenance  does  net 
reveal  this  information.  It  would  be  beneficial  for  the  Authority 
to  maintain  a  log  of  mileage  for  purposes  of  upkeep  and/or 
replacement  or  purchasing  of  vehicles. 

Forty  (40)  BHA  employees  have  been  assigned  vehicles  owned  by 
the  Boston  Housing  Authority.  Sixty-five  gasoline  credit  cards  have 
been  issued  to  various  BHA  employees.  A  number  of  individuals  have 
been  issued  cards  from  various  companies.  The  Housing  Authority  has 
provided  the  employees  with  gasoline  credit  cards  from  the 
following  companies:  Sunoco,  Mobil,  Texaco,  Shell,  Exxon,  and  Gulf. 

Finding  --  Locally  Comparable  Travel  Regulations 

The  Boston  Housing  Authority  has  a  Travel  Policy  in  effect 
revised  per  memo  of  the  Assistant  Administrator  on  June  12,  1989. 
HUD  7401.7  (ACC  Part  II,  Article  I,  Section  101)  requires  that, 
"The  PHA  shall  adopt  travel  regulations  comparable  to  pertinent 
local  public  practice  governing  reimbursement  of  travel  expenses 
to  Board  members  and  employees  and  shall  cover  only  reasonable 
travel  costs  which  are  necessary  to  enable  the  PHA  to  operate  its 
public  housing  program  economically  and  efficiently."  The  BHA  has 
failed  to  formally  adopt  locally  comparable  travel  regulations. 
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Required  Corrective  Action 

The  Travel  Policy  was  requested  and  was  not  located.  After 
speaking  with  the  Assistant  Administrator  relative  to 
comparability,  it  was  reported  that  comparability  had  been 
evaluated  and  correlated  with  local  public  practice  but  no  written 
verification  was  on  file.  The  Authority  must  provide  the  HUD  Office 
with  formal  approval  and  adoption  of  the  Travel  Policy.  In  order 
to  evaluate  comparability,  verification  and  supporting 
documentation  indicating  consistency  with  the  practices  of  the 
local  government  is  necessary. 

Inadequate  Documentation  of  Travel  Expense 

During  the  course  of  the  review,  travel  expenses  incurred  by 
various  employees  of  the  Authority  were  examined  to  insure  that 
travel  was  justified,  supporting  documentation  was  submitted  with 
each  travel  voucher,  and  that  the  Authority  adheres  to  the 
guidelines  established  by  the  Travel  Policy. 

Section  V  (D)  of  the  BHA  Policy  states  that  vouchers  submitted 
for  reimbursement  of  travel  expenses  shall  set  forth,  in  detail, 
the  expenses  for  which  reimbursement  is  being  sought.  Receipted 
bills  and  a  copy  of  the  approved  travel  requisition  must  be 
attached  in  all  cases.  (Expense  Voucher  shown  as  Exhibit  A  of  the 
Travel  Policy) . 

Numerous  reimbursements  examined  indicated  that  travel 
vouchers  were  not  submitted.  Therefore,  no  detailed  explanations 
of  expenses  incurred  were  given.  [Examples:  Check  #038533  issued 
11/9/89;  Check  #035040  issued  5/26/89;  Check  #041528  issued 
10/6/89] 

Section  V(E)  of  the  Travel  Policy  states  that  reimbursements 
should  only  be  for  actual  expenses  incurred  up  to  the  per  diem  rate 
and  that  BHA  Finance  and  Accounting  will  not  reimburse  any  portion 
of  expenses  which  exceed  the  per  diem  rate  limit  unless  authorized 
to  do  so  by  the  Administrator.  Various  cases  included  reimbursement 
over  and  above  the  $75  per  day  per  diem  rate.  [Examples:  Check  # 
038533  issued  11/9/89;  Check  #028268  issued  1/13/89] 

Section  IV  (A)  of  the  Travel  Policy  states  that  expenses  for 
entertainment  shall  not  be  reimbursed.  One  travel  voucher  claimed 
an  entertainment  expense  and  the  individual  was  reimbursed  for  that 
expense.  If  the  Authority  is  willing  to  reimburse  expenses  termed 
entertainment  when  a  function  is  sponsored  by  an  organization 
providing  training  or  hosting  a  conference,  the  policy  must 
indicate  so.  [Example:  Check  #038316  issued  6/14/89] 

A  number  of  reimbursements  examined  indicated  that 
miscellaneous  expenses  were  claimed  and  the  traveller  was 
reimbursed  for  them.  In  certain  cases,  there  was  no  explanation 
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and/or  bills  to  represent  the  claims.  Such  expenses  must  always  be 
explained  and/or  verified  so  decisions  as  to  the  eligibility  of  the 
expense  can  be  made.  The  Housing  Authority  should  consider  placing 
a  limitation  on  certain  types  of  miscellaneous  items  and 
specifically  mention,  in  the  policy,  what  the  agency  considers 
miscellaneous  expenses  to  include.  [Examples:  Check  #038316  issued 
6/14/89.  Check  #024201  issued  10/4/88;  check  #033233  issued 
4/26/89].  In  the  instance  of  check  #033233,  the  traveller  was 
reimbursed  $920  for  the  trip,  which  was  documented  on  a  travel 
requisition.  However,  the  requisition  indicates  $84.66  is  due  to 
the  traveller  and  no  explanations  for  miscellaneous  expenses  are 
given. 

In  cases  where  an  individual  is  attending  a  conference  cr 
seminar  for  which  ;  -/she  is  being  reimbursed  for  payment,  a  copy 
of  the  conference  brochure,  bill  or  registration  form  should  be 
attached  so  as  to  indicate  who  is  authorized  to  attend  as  well  as 
the  cost  of  registration  and  attendance.  [Examples:  Check  #024201, 
a  conference  brochure  was  attached  to  the  requisition  bur.  no 
indication  of  cost  was  provided]. 

One  specific  travel  reimbursement  was  made  in  the  amount  of 
$1,267.25.  The  individual  was  compensated  for  a  registration  fee, 
air  transportation  cost,  per  diem,  and  $75  per  day  of  miscellaneous 
expenses.  No  information  on  cost,  no  travel  vouchers,  no  bills  or 
receipts  were  attached.  The  Housing  Authority,  in  its 
responsibility  of  operating  the  agency  in  an  efficient  and 
economical  manner,  should  place  the  burden  of  proof  for  expenses 
incurred,  on  the  traveller.  [Example:  Check  #024201  issued  10/4/88] 

One  travel  voucher  submitted  indicated  that  an  individual  was 
reimbursed  $75  for  what  was  termed  a  miscellaneous  expense.  This 
amount  was  apparently  for  1989  union  dues.  No  indication  was  given 
as  to  whether  the  dues  were  paid  for  either  the  individual  or  for 
the  BHA  as  an  agency.  This  expense  is  one  that  was  apparently  an 
eligible  expense.  However,  the  question  of  reimbursement  for 
individual  and  agency  dues  is  not  addressed  anywhere  within  the  BHA 
policy.  [Example:  Check  #  038316  issued  6/14/89] 

One  travel  voucher  submitted  with  supporting  documentation  of 
the  cost  of  the  expense  indicated  that  reimbursement  for  a  rental 
car  expense  was  allowed.  The  necessity  of  this  expense,  or 
limitation  placed  on  this  expense,  has  not  been  addressed  in  the 
BHA  rules  and  regulations.  [Example:  Check  #033233  issued  4/26/89] 

Business-related  telephone  calls  are  an  allowable  expense, 
but  the  BHA  policy  does  not  so  indicated.  The  Authority  should 
consider  limiting  the  reimbursement  for  this  expenditure  and 
explore  the  possibility  of  placing  restrictions  on  the  number  of 
telephone  calls  or  the  cost  of  such  calls  for  which  the  traveller 
will  be  compensated. 
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Supporting  documentation  was  provided  for  a  NAHRO  Conference 
registration  fee  of  $320.  The  requisition  and  reimbursement 
revealed  that  $330  was  paid.  Supporting  documentation  must  always 
agree  with  amount  paid.  [Example:  Check  #039419  issued  8/15/89  J 

A  check  in  the  amount  of  $1,280.55  was  paid  to  All  World 
Travel  for  five  round  trip  tickets  to  Atlanta.  No  information  as 
to  the  purpose  of  the  trip  was  provided.  Section  VI  (c)  states  that 
the  Personnel  Department  should  request  such  information  on  a 
Travel  Voucher  which  must  be  specifically  approved  by  the 
Administrator . 

One  requisition  indicated  that  an  individual  requested  moving 
costs  incurred  in  moving  to  Boston  from  Philadelphia  to  work  for 
the  Boston  Housing  Authority.  Evidence  of  approval  for  this  action 
and  reimbursement  by  the  Administrator  was  not  provided. 

Recommendation 

Submit  a  description  of  the  actions  the  BHA  has  taken  to 
insure  adequate  travel  expense  documentation  and  compliance  with 
BHA  policy  and  procedures,  because  explanations  submitted  to  this 
office  in  response  to  the  draft  report  did  not  indicate  that  any 
system  changes  were  planned  to  prevent  or  limit  recurrences . 
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PART  III 
OPERATIONALLY  TROUBLED  PERFORMANCE  INDICATORS 


Although  considered  "Troubled"  by  HUD  as  early  as  1979,  the 
Boston  Housing  Authority  was  officially  classified  as  "Troubled" 
on  May  13,  1985.  One  of  the  objectives  of  this  on-site  review  was 
to  evaluate  the  Authority's  performance  relative  to  current  HUD 
prescribed  standards  and  determine  whether  it  would  be  appropriate 
to  remove  the  "Troubled'  classification  from  the  Boston  Housing 
Authority.  Below  is  a  summary  discussion  of  HUD ' s  current 
performance  standards  and  whether  the  Authority  is  attaining  these 
minimum  performance  standards : 

1.  Maintain  an  operating  reserve  level,  after  adjusting  for 
uncollected  rent,  utilities  and  other  items,  at  least  equal 
to  30%  of  the  normal  maximum. 

The  adjusted  operating  reserve  on  March  31,  1989  was  34%  of 
the  normal  maximum  and  on  March  31,  1990  the  financial  statements 
indicated  that  the  unadjusted  operating  reserve  dropped  below  20% 
of  the  normal  maximum;  a  recently  HUD  approved  1991  operating 
budget  projects  a  reserve  balance  of  17%  for  March  31,  1991 
representing  failure  to  meet  this  performance  standard. 

2.  Ordinary  operating  expenses  should  be  less  or  equal  to 
operating  revenues,  including  federal  operating  subsiay. 

For  the  fiscal  year  ended  March  31,  1989,  the  Authority 
reported  ordinary  operating  expenses  of  $50.9  million  and  operating 
revenues  of  $42.8  million.  Based  on  HUD  procedures,  an  additional 
$5.9  million  was  considered  available  from  the  BHA's  operating 
reserve  since  on  April  1,  1988  the  balance  exceeded  the  30%  minimum 
reserve  level  by  $5.9  million. 

Considering  the  amount  of  $5.9  million  from  the  reserve  as 
current  income,  the  Authority's  current  expenses  exceeded  current 
income  by  nearly  5%  ($50.9  divided  by  $48.7  =  1.045). 

For  the  fiscal  year  ended  March  31,  1990  operating  expenses 
exceeded  operating  income--ineluding  an  amount  assumed  available 
from  the  operating  reserve — by  nearly  $2  million;  the  recently  HUD 
approved  revised  operating  budget  for  1991  proposes  to  spend  more 
than  current  operating  revenues.  The  BHA  failed  to  meet  this 
performance  standard. 

3.  Annual  utility  consumption  as  compared  with  the  three  year 
base  period  should  not  increase  by  more  than  5%. 

Form  HUD  52722B  submitted  by  the  Authority  for  its  fiscal  year 
ended  March  31,  1989,  reported  utility  costs  of  $16.6  million  which 
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were  compared  with  the  three  year  base  period  and  revealed  that 
excess  consumption  occurred  by  approximately  6%.  The  form  showed 
that  the  Authority  should  have  spent  only  $15.7  million,  and  of  the 
nearly  $900,000  increased  cost  for  utilities,  only  50%  was  covered 
by  additional  operating  subsidy;  the  balance  was  paid  for  by  the 
Authority  from  other  financial  resources  as  required  by  the  HUD  - 
PFS  formula.  The  BHA  failed  to  meet  this  performance  standard. 

4  .  Authority  must  attain  occupancy  goals  established  in  a 
Comprehensive  Occupancy  Plan. 

The  Authority's  Comprehensive  Occupancy  Plan  was  approved  by 
HUD  on  March  30,  1988,  and  it  established  an  average  occupancy  rate 
of  96%  for  the  Authority's  fiscal  year  ending  March  31,  1991. 
Information  submitted  with  the  Authority's  1991  operating  budget, 
namely,  Form  HUD  52728A,  indicated  that  the  occupancy  rate  on 
December  31,  1989,  was  89%.  Unless  a  significant  number  of  units 
are  rehabilitated  and  brought  on-line  by  March  31,  1991,  it  appears 
that  the  Authority  will  not  meet  its  goal  for  1991  and  may  fail 
this  performance  standard.  It  is  noted  that  another  report  issued 
by  the  Authority  to  HUD  in  December,  1989,  called  Operationally 
Troubled  Performance  Indicators  showed  an  occupancy  rate  of  9  3*. 
This  variance  from  the  89%  rate  reported  on  Form  HUD  52728A  needs 
to  be  reconciled.  It  appears  that  1,752  family  units  were  vacant 
because  of  substandard  conditions  on  December  31,  1989,  of  which 
942  units  were  in  buildings  funded  for  improvement. 

The  Authority's  revised  1991  operating  budget  requested  more 
than  $5  million  of  additional  operating  subsidy  to  replace  rental 
income  lost  from  vacant  units  in  HUD-approved ,  on-schedule  capital 
improvement  programs  that  were  not  correctly  reported  by  the  BHA 
in  previously  submitted  budgets.  In  order  for  HUD  to  properly 
consider  such  a  request,  the  BHA  must  submit  a  list  of  projects 
with  vacant  substandard  units  and  demonstrate  that  capital 
improvement  programs  were  on  schedule  or  not  yet  funded  by  HUD. 

5.  Annual  collection  of  rent  must  at  least  equal  90%  of  the 
annual  rental  charges  and  the  beginning  balance  of  accounts 
receivable  from  delinquent  tenants. 

This  performance  standard  is  determined  as  follows: 

Budgeted  Annual  Rent  Roll  3/31/89  $24,980,577 
Tenant  Accounts  Receivable  4/1/88  S  2  ,040,675 
Collect  90%  of  this  amount  3/31/89      $27,021,252 

Actual  Rent  Collectd  for  3/31/89 

Accrued  Rental  Income  $24,674,199 

Less:   Tenant  Accounts  Receivable 

3/31/89         $1,805,688 
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Bad  Debt  Expense  S620.441     2,426,  129 

Rent  Collected  3/31/89  $22,248,070 

S22.248.070  =  82% 

$27,021,252 

The  BHA  failed  to  meet  this  performance  standard  in  FY/ 1989 
and  1990. 

6.  Annual  average  turnover  time  of  vacant  units  should  not 
exceed  30  days. 

Based  on  our  review  of  limited  information  covering  all  units, 
except  boarded-up  or  units  involved  in  major  rehabilitation,  we 
calculated  average  turnover  time  for  family  units  of  about  64  days 
and  50  days  for  elderly  units.  An  element  affecting  the  turnover 
rate  was  the  implementation  of  the  Voluntary  Compliance  Agreement, 
which  required  vacant  units  to  remain  unoccupied  for  extended 
periods  and  the  effect  of  which  we  were  unable  to  determine. 

A  new  system  to  monitor  vacant  units  and  turnover  times  is 
being  developed  by  the  Authority.  As  soon  as  the  system  is  running, 
an  initial  report  should  be  submitted  to  HUD  and  at  least  quarterly 
thereafter  until  the  30  day  turnover  standard  is  attained. 

7.  Each  dwelling  unit  of  public  housing  must  be  inspected  at 
least  annually. 

The  BHA's  quarterly  report  for  9/30/89  indicated  that  92%  of 
the  units  were  inspected  during  the  last  twelve  months;  this 
performance  does  not  meet  the  HUD  standard. 

In  view  of  the  adverse  trends  relative  to  the  financial 
operations,  increased  utility  consumption,  delay  in  restoring 
substandard  vacant  units,  and  the  persistent  problem  of  collecting 
tenant  rent  we  believe  it  would  be  inappropriate  at  this  time  to 
change  the  Authority's  classification. 

HUD  Handbook  7460.7,  Rev.,  Chg.  4,  dated  April  20,  1988, 
requires  that  housing  authorities  designated  as  troubled  must 
develop  plans  that  address  the  problems  preventing  the  attainment 
of  the  HUD  minimum  performance  standards  and  express  these 
conditions  and  solutions  in  a  Memorandum  of  Agreement  (MOA)  with 
the  US  Department  of  HUD.  Chapter  nine  of  the  Handbook  7460.7 
provides  the  details  relative  to  the  MOA  procedure.  The  Plan  and 
Memorandum  of  Agreement  should  be  simple  documents  and  continue 
only  until  operating  results  match  the  minimum  HUD  performance 
standards . 
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PART  IV 
FINANCIAL  PLANNING,  ACCOUNTING  AND  REPORTING 


For  the  fiscal  year  ended  March  31,  1989,  the  Authority 
reported  operating  expenses  of  nearly  $117  million  for  ail 
programs,  and  capital  improvements  and  additions  to  capital  assets 
which  exceeded  $45  million.  The  Authority  is  considered  the  fourth 
largest  public  housing  authority  in  the  USA,  assisting  more  than 
23,000  families  through  various  federal  and  state  housing  programs, 
employing  approximately  1400  persons  and  providing  housing 
assistance  to  approximately  10%  of  the  City's  residents. 

One  of  the  significant  causes  of  the  Authority's  problems  that 
led  to  the  Court's  take-over  and  its  present  classification  as 
"Troubled"  was  the  lack  of  financial  planning  and  control  systems. 
During  the  Court's  administration  of  the  Authority,  a  well-designed 
system  of  financial  planning,  budgeting  and  control  was  established 
which  was  very  effective  in  restoring  the  Authority's  financial 
viability.  However,  our  current  review  reveals  that  serious 
financial  problems  are  again  developing  because  of  failures  to 
perform  necessary  financial  planning  and  budgeting,  lack  of  cash 
management  and  absence  of  evaluation  of  operating  results.  Some  of 
the  signs  that  lead  to  this  conclusion  are  the  escalating 
administrative  expense  trends  for  a  federal  housing  program  that 
has  not  increased  in  the  number  of  units  available  for  occupancy, 
cash  management  problems,  a  steady  decrease  of  the  operating 
reserve,  persistent  submission  of  late  and  poorly  prepared  budgets 
and  requisitions,  particularly  for  the  CIAP,  budget  overruns,  and 
accounting  problems  such  as  excessive  use  of  interfund  transfers, 
and  lack  of  timely  reconciliation  of  the  financial  records  relative 
to  inventory  counts.  The  balance  of  this  section  of  the  report  will 
detail  the  specific  problems  observed. 

Cash  Management  and  Excessive  Use  of  Interfund  Transfers 

Elsewhere  in  this  report  (Capital  Improvements  Planning)  it 
is  revealed  that  on  December  31,  1989,  the  Authority  had  expensed 
more  than  $6  million  of  funds  for  the  CIAP  and  had  not  properly 
documented  and  requisitioned  them  from  HUD.  A  review  of  the  general 
ledger  shows  numerous  interfund  transfers  and  the  Authority's 
audited  financial  report  for  March  31,  1989  showed  more  than  $7.2 
million  of  interfund  transfers. 

While  the  use  of  the  revolving  fund  requires  the  recording  of 
some  interfund  transfers,  it  appears  that  the  cash  management 
problem  relative  to  the  CIAP  has  promoted  an  excessive  use.  Income 
expected  from  investment  of  funds  in  the  operating  reserve  was  not 


28 


available  and  adversely  affected  the  Authority's  PFS  formula  for 
determining  operating  subsidy. 

Recommendation 

The  need  for  better  coordination  in  the  CIAP  is  discussed 
elsewhere  in  this  report  and  it  is  essential  to  the  improvement  of 
the  Authority's  management  of  cash.  In  addition,  a  system  must  be 
in  developed  that  evaluates  continuously  the  Authority's  entire 
operations  for  cash  flow,  including  capital  improvement  and  rental 
assistance  programs,  so  that  budgets,  financial  plans  and 
requisitions  may  be  accurately  and  correctly  prepared  and 
submitted  timely  to  the  federal  and  state  funding  agencies  thereby 
minimizing  the  need  for  interfund  transfers. 

During  the  review,  it  was  noted  that  the  procedures  and 
operation  manuals  for  the  Fiscal  Affairs  Division  have  not  beer, 
updated  since  March  1984.  Employees  do  not  have  a  resource 
available  to  enable  them  to  perform  effectively.  The  manuals  should 
be  updated  for  current  regulation  and  administrative  changes,  and 
on  computerized  procedures. 

Failure  To  Maintain  Petty  Cash  Properly 

Generally,  a  PHA  will  find  it  convenient  to  establish  a  petty 
cash  fund.  The  number  of  petty  cash  funds  should  be  kept  to  a 
minimum,  but  the  maintenance  of  two  or  more  may  be  necessary.  The 
number  of  petty  cash  funds  and  the  amount  of  each  should  be 
authorized  by  resolution  of  the  controlling  body,  normally  the 
Board  of  Commissioners.  (ACC,  Part  II,  Section  4  02  (D)  and  HUD 
7511.1,  Chapter  3,  Section  4) 

Review  of  the  general  ledger  indicates  that  the  BHA  maintains 
ten  or  more  petty  cash  funds  for  the  conventional  program,  as  well 
as  other  petty  cash  funds;  some  individuals  were  responsible  for 
more  than  one  fund;  and  some  of  the  petty  cash  funds  were  for  large 
amounts  ( $6 , 775  )  . 

There  is  no  petty  cash  policy  and  it  appears  that  a 
significant  volume  of  transactions  occur  without  adequate  guidance 
or  reconciliation. 

In  February  1990,  BHA  recalled  all  petty  cash  funds  for  the 
purpose  of  reviewing  expenditures  and  to  provide  controls.  It  was 
stated  that  the  petty  cash  funds  were  audited  yearly. 

Recommendation 

BHA  should  establish  by  resolution  the  dollar  amount  and  the 
number  of  petty  cash  funds  under  the  sole  custody  of  a  single 
employee.  Other  access  to  the  fund  should  then  only  be  for 
periodic  audits  and  cash  counts  in  the  presence  of  the  custodian. 

29 


A  petty  cash  policy  must  also  be  written  providing  guidance  on  the 
maintenance  of  the  fund.  All  petty  cash  funds  should  be  held  under 
lock  and  key.  Once  this  has  been  completed,  a  copy  of  the  policy 
and  resolution  should  be  provided  to  the  Field  Office. 

Operating  Budget  Overruns 

During  the  last  three  fiscal  years  ended  March  31,  1989  the 
Authority  reported  overruns  of  controlled  accounts  in  the  operating 
budget.  The  annual  contributions  contract  (Section  407}  requires 
the  Authority  to  operate  within  budget  amounts  or  obtain  HUB'S 
prior  approval  to  exceed  the  amounts . 

Recommendation 

Better  planning  and  broader  staff  participation  are  necessary 
to  prepare  more  realistic  and  accurate  budget  estimates,  as  well 
as  improve  and  provide  more  frequent  monitoring  of  performance. 
Relative  to  financial  planning,  the  long-term  effect  of  decisions 
must  be  considered,  particularly  if  the  action  will  create 
increased  recurring  costs,  such  as  occurs  when  hiring  additional 
staff . 

The  Authority's  reply  to  the  draft  report  addressed  this 
recommendation  and  no  additional  information  is  required. 

Reconciliation  of  Non-expendable  Equipment  Inventory 

The  latest  printout  for  inventory  dated  May  19,  1988  was  used 
for  the  fiscal  year  ended  March  31,  1988.  Per  discussion  with  the 
Chief  Financial  Officer,  the  inventory  had  been  conducted  but  had 
not  been  input  into  the  computer  system  for  the  fiscal  year  endea 
March  31,  1989.  The  listing  that  was  provided  contained  all  of  the 
fixed  assets  which  were  sorted  by  department. 

Recommendation 

Inventory  counts  should  be  done  timely  and  re  iciled  with 

the  Authority's  financial  records  each  year.  The  ack  of  an 

inventory  count  and  reconciliation  was  a  long-st  ~ing  audit 
finding  that  was  only  recently  closed. 

Failure  to  Update  the  General  Depository  Agreement  (HUD  7475.1, 
Chapter  4,  Paragraph  4-26  and  ACC.  Part  II,  Section  401) 

In  accordance  with  the  referenced  Handbook,  all  PHAs  were  to 
execute  new  depository  agreements  HUD  51999  (1/89)  with  financial 
institutions  holding  Federal  funds. 

BHA  utilizes  eight  financial  institutions: 
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Institution  Purpose 

Bank  of  New  England  Section  8  and  Leased  Housing 

Bank  of  Boston  State  Modernization 

Bank  of  Commerce  CDBG  and  State  Funds 

Bay  Bank  Narcotics  Account 

Mass  Municipal 

Depository  Trust  State  Programs 

Neworld  Bank  New  Rate  Investment 

Shawmut  Bank  of 

Boston  Revolving  Fund  Account 

State  Street  Bank  Payroll  Account 

Information  provided  identified  three  institutions  holding 
Federal  funds:  Bank  of  New  England,  Shawmut  Bank  of  Boston  and  the 
State  Street  Bank.  The  last  two  are  for  specific  purposes. 
Depository  agreements  were  provided  on  only  two  institutions:  Bank 
of  New  England  and  Shawmut  Bank  of  Boston.  No  depository  was 
provided  for  the  State  Street  Bank;  the  institution  holding  Low 
Rent  Programs  funds- was  not  identified. 

Recommendation 

The  following  actions  are  required  to  clear  this  finding: 

a.  Execute  new  Depository  Agreements,  HUD  51999  (1/89)  fcr 
each  institution  holding  Federal  funds  and  provide  6  copies 
to  the  HUD  Field  Office. 

b.  Assure  the  HUD  Field  Office  that  all  Federal  funds 
available  for  investment  are  invested  in  an  institution 
covered  by  a  HUD-required  depository  agreement. 

Failure  to  Certify  all  Housing  Managers  and  Assistant  Housing 
Managers  f  24  CFR  967.304  and  HUD  7460 ■ 2 ) -Finding 

Housing  Managers  and  Assistant  Housing  Managers  of 
developments  with  75  or  more  units  shall  be  required  to  have 
certification  as  a  housing  manager  from  an  approved  certifying 
organization. 

The  documentation  submitted  with  the  operating  budgets  for 
fiscal  years  ended  3/31/88,  3/31/89  and  3/31/90  each  provided  the 
names  of  housing  managers  both  certified  and  uncertified  as 
required.  Each  year  certain  individuals  have  been  identified  as 
"not  certified".  They  are: 


A.  Barnhill 
W.  Raldan 


FYE  3/31/88  FYE  3/31/89     FYE  3/31/90 
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c. 

Hansen 

* 

J. 

Caban 

B. 

Tidwell 

X 

J. 

Moore 

X 

C. 

walker 

X 
X  X 

X  X 

X  X 

X 

In  order  to  provide  latitude  for  the  training  period,  a 
certifying  organization  may  issue  a  probationary  certificate  for 
a  period  of  one  year.  The  probationary  period  may  be  extended  for 
one  additional  year.  In  no  case  may  the  probationary  certificate 
be  in  effect  for  longer  than  two  years. 

The  review  of  the  certifications  indicates:  a)  certain 
individuals  do  not  have  probationary  certifications,  b)  certain 
individuals  have  exceeded  the  time  limit  to  obtain  certification 
and  c)  certifications  for  housing  managers  for  the  Private 
Management  Firms  were  not  available.  The  PHA  failed  to  provide  HUD 
with  the  names  of  all  managers  that  were  required  to  be  certified 
(HUD  7460.2,  Chapter  1,  paragraph  3  c). 

Required  Corrective  Action 

In  accordance  with  24  CFR  967.305,  the  salaries  of  non- 
certified  persons,  will  not  be  considered  an  eligible  operating 
expense  nor  shall  such  salary  be  approved  as  a  budget  item  for  the 
purpose  of  operating  subsidy  eligibility.  (See  HUD  7460.2,  Chapter 
3  ,  paragraph  14  )  . 

Based  on  the  Authority's  reply  to  the  draft  report  and 
information  submitted  with  its  revised  1991  operating  budget,  three 
development  managers,  namely,  Tidwell,  Barnhill,  and  Moore  were  not 
certified  within  the  prescribed  time  and  their  salaries  may  not  be 
expensed  to  the  Federal  low- rent  public  housing  program.  The 
Authority  must  determine  the  date  when  each  manager  should  have 
been  certified  and  adjust  the  financial  records  to  expense  non- 
federal resources  for  salaries  of  managers  not  properly  certified. 

Failure  to  Accrue  PILOT  (HUD  7510.1,  Chapter  8  and  Cooperation 
Agreement  &  ACC,  Part  II,  Section  301  -  Finding 

In  lieu  of  real  or  personal  property  taxes  and  special 
assessments,  and  in  payment  for  public  services  and  facilities 
furnished  by  the  City  of  Boston,  BHA  has  agreed  to  make  annual 
payments  called  "Payments  in  Lieu  of  Taxes"  (PILOT).  Each  such 
annual  PILOT  shall  be  made  after  the  end  of  the  PHA's  fiscal  year 
and  shall  be  in  an  amount,  in  most  cases,  equal  to  ten  percent  of 
the  aggregate  Shelter  Rent  charged  by  the  Authority  in  respect  to 
all  Projects  during  such  fiscal  year. 

Financial  statements  for  the  fiscal  years  1987,  1988,  1989 
revealed  that  PILOT  was  not  accrued  or  paid  to  the  city. 
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Required  Corrective  Action 

If  it  is  the  BHA's  intention  not  to  pay  PILOT  because  the  City 
did  not  provide  services  to  which  the  BHA  was  entitled  pursuant  to 
the  Cooperation  Agreement,  BHA  must  follow  the  procedures  in 
Handbook  HUD  7510.1,  Chapter  8,  Section  5. 

In  order  to  clear  this  finding,  revised  financial  statements 
for  all  years  PILOT  should  have  been  accrued  and  was  not  must  be 
issued,  or  evidence  that  the  provisions  of  Handbook  7510.1  were 
applied. 

Failure  to  Close-Out  MA  2-48  --  Leased  Housing  Program  after 
Conversion  to  Section  8  of  Low-Rent  Program  (HUD  74  30.1,  Chg  ?, 
Chapter  5) 

In  1985  this  Section  23  Leased  Housing  Program  was  converted 
to  the  Section  8  Existing  Program  and  the  Authority  was  directed 
at  that  time  to  settle  all  accounts,  transfer  all  fixed  assets  to 
the  Section  8  Existing  Program  and  return  to  HUD  all  funds  and 
investments.  This  was  not  completed. 

Required  Corrective  Action 

Remit  all  funds,  including  investment  and  earnings  associated 
with  the  Section  2  3  Leased  Housing  Program, 
MA  2-48,  to: 

US  Department  of  Housing  and  Urban  Development 
Regional  Accounting  Division 
10  Causeway  Street 
Boston,  MA     02222-1092 

along  with  financial  statements  supporting  the  amount  returned  and 
note  that  the  program  is  terminated. 

Also,  arrange  the  scope  of  the  next  I  PA  annual  audit  to 
include  a  review  of  transactions  and  balances  relative  to  project 
MA  2-48. 

CIAP  Not  timely  completed  and  closed-out 

A  review  of  the  Authority's  general  ledger  account  1800  as  of 
December  31,  1989,  revealed  the  following  CIAP  having  funds 
obligated  but  not  spent: 

Fiscal  Year         Amount 

1982  4,030.00 

1982  88,854.00  -  Special  VAC/Rehab 

1983  27,824.00 
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1984 

39,495.32  - 

■  Special  VAC /Super fund 

1984 

134,470.09 

1985 

385,7489.49 

1986  (XI) 

252,976.22 

1986 

438,609.70 

1987 

3,330,583.29 

Recommendation 

Conduct  review  of  all  CIAP  and  arrange  to  complete  all  work 
promptly  and  close-out  the  programs  pursuant  to  Handbook  7485, 
Chapter  11.  Excess  funds  that  are  not  necessary  for  immediate 
payments  must  be  returned  to  HUD  with  an  accompanying  letter  that 
describes  the  program  and  reason  funds  are  being  returned.  Arrange 
to  include  all  completed  CIAP  in  the  scope  of  the  next  annual  IPA 
audit . 

Establish  Procedures  to  Administer  52  Chauncy  Street  Business 
Office  as  a  Cost  Center 

A  review  of  the  Authority's  financial  records  relative  to  the 

operations  and  sharing  of  costs  of  52  Chauncy  Street,  the  BHA 

Business  Office,  indicates  that  a  cost  allocation  system  and 

operating  plan  must  be  developed  for  review  and  approval  of  the 
federal  and  state  funding  agencies. 

Recommendation 

Submit  to  HUD  a  cost  allocation  system  for  52  Chauncy  Street, 
Business  Office,  and  a  cost  and  benefit  analysis  for  the  lease 
contract  of  99  Chauncy  Street.  Similar  information  should  be 
submitted  for  contracts  with  commercial  vendors  at  52  Chauncy 
Street. 

Finding  -  Failure  to  Treat  Resident  Custodians  /Units  within  HUD 
Guidelines  (HUD  7465.1.  REV  2,  Chapter  6,  Paragraph  6-3 

Persons  who  are  hired  as  PHA  employees  and  must  live  in  public 
housing  units  as  a  condition  of  their  job  are  not  considered  public 
housing  tenants  and  are  not  subject  to  the  same  requirements  or 
have  the  same  rights  as  public  housing  tenants  who  work  for  the 
PHA.  The  PHA  has  the  option  of  charging  or  not  charging  rent. 
Dwelling  units  which  are  used  to  house  PHA  employees  are  excluded 
from  total  unit  months  available  for  occupancy  for  purposes  of 
calculating  operating  subsidy  under  the  PFS .  In  addition,  PHAs  must 
obtain  HUD  approval  to  house  PHA  employees  in  any  public  housing 
dwelling  unit  which  has  been  previously  designated  for  use  by 
public  housing  tenants. 

BHA  hires  several  Resident  Custodians  for  elderly  projects 
and  provides  $26,000  +  salary,  free  housing,  utilities  and  all 
maintenance  requirements  in  exchange  for  24  hour  call  duty.  The 
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custodians  axe  covered  under  the  Teamsters  Union  Contract.  BHA  does 
not  require  custodians  hired  since  approximately  1987  to  6ign  any- 
type  of  "agreement  of  employment." 

The  HUD  reviewer  was  unable  to  obtain  information  as  to  the 
units  in  which  each  custodian  resides  and  if  the  custodian  was 
hired  with  residency  as  a  condition  of  employment  or  if  the 
custodian  was  a  public  housing  tenant  before  employment.  Also,  it 
was  not  ascertained  if  the  units  occupied  by  resident  custodians 
(not  public  housing  tenants)  had  received  HUD  approval  or  had  been 
taken  off  the  rent  roll  for  PFS  purposes. 

Required  Corrective  Action 

To  clear  this  finding  BHA  will: 

(i)  Request  HUD  approval  for  each  unit  occupied  by  a  Resident 
Custodian  that  is  not  a  public  housing  tenant. 

(ii)  Provide  evidence  that  the  units  occupied  by  resident 
custodians  have  been  taken  off  the  rent  roll  for  PFS  purposes.  If 
the  units  have  not  been  taken  off  the  rent  rolls,  the  PFS  for  the 
last  three  years  should  be  recalculated  in  accordance  with  current 
HUD  regulations. 

(iii)  Consult  with  the  Internal  Revenue  Service  and  determine 
whether  the  housing  arrangement  might  be  considered  as  taxacle 
benefits . 

(iv)  Consider  whether  it  would  be  appropriate  to  execute  an 
agreement  with  resident  custodians  who  are  not  eligible  for  public 
housing  assistance  describing  the  condition  of  employment. 

Finding  -  Failure  to  Provide  Information  on  NonDwellinq  Units  and 
other  Income  Received  under  the  Low  Rent  Program  (ACC,  Part  II, 
Section  203.  24  CFR  990.109  and  HUD  7475.13.  paragraph  lOdl 

The  PHA  shall  not,  without  approval  of  HUD,  grant  any 
concessions,  licenses  or  permits  to  use  any  nondwelling  space  or 
facility  in  any  Project  at  less  than  fair  rental  value,  except  for 
programs  conducted  by  or  primarily  for  the  occupants  of  the 
Projects  or  for  temporary,  charitable  or  similar  use.  Section  309 
of  Part  II  of  the  ACC  states  in  part,  "The  Local  Authority  shall 
.  .  .fully  disclose  the  amount,  and  the  disposition.  .  .  of  any 
private  or  other  non-Federal  funds  used  or  grants-in-aid  made  for 
or  in  connection  with  each  Project. 

The  Authority  was  unable  to  provide  information  representing 
HUD  approvals  of  dwelling  units  converted  to  non-dwelling  use. 
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pftgTjjred  Correct jve  Action 

Provide  evidence  that  units  removed  from  the  rent  roll  for 
nondwelling  purposes  have  received  HUD  approval.  If  the  units  have 
not  received  approval,  BHA  shall  request  such.  Provide  appropriate 
information  and  request  HUD  approval,  and  provide  information  and 
assurance  that  non-dwelling  units  are  excluded  from  all  PFS 
calculations . 

Utility  Allowance  Adjustments  at  year-end  fHUD  7475.13) 

In  May  1985,  the  Authority  executed  a  settlement  agreement 
with  the  Boston  Water  and  Sewer  Commission  relating  to  past 
overcharges  for  water  and  sewer  services  provided  to  15  of  the 
Authority's  developments.  The  term  of  the  Agreement  provide  for  a 
payment  of  $3,712,630  by  the  Commission  to  the  Authority  in  five 
equal  annual  installments  beginning  in  June,  1985,  the  first 
installment  of  which  was  received  by  the  Authority  in  June,  1985. 
The  Authority  is  accounting  for  the  proceeds  from  this  settlement 
agreement  on  a  cash  basis  and  a  credit  tc  :count  6010-Prior  Year 
Adjustments . 

Since  the  settlement  was  a  result  of  overcharges  on  utilities, 
the  "Actual  Utility  Costs  for  the  Fiscal  Year  for  which  the 
Adjustment  is  Requested,"  Line  13  of  the  HUD  52722B  should  reflect 
a  reduction  equal  to  the  yearly  settlement  amount  of  $742,526.  We 
were  unable  to  confirm  during  our  on-site  review  whether  the 
adjustments  were  made  to  Form  HUD  52722B. 

Recommendation 

To  clear  this  matter,  the  BHA  must  review  previously  submitted 
Forms  HUD  52722B  for  FT  1986,  1987,  1988,  1989  and  1990  and 
determine  whether  the  annual  receipt  of  settlement  funds  were 
included  and  considered.  HUD's  approval  of  the  settlement 
authorized  the  Authority  to  recover  all  legal  costs  associated  with 
preparing  and  pursuing  the  claim.  Your  response  should  include  the 
amount  deducted  for  legal  expenses . 
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PART  V 

CAPITAL  PLANNING  AND  IMPLEMENTATION 
LABOR  STANDARDS  ADMINISTRATION 


BACKGROUND 

Under  the  Comprehensive  Improvement  Assistance  Program  (CIAP) , 
the  Department  of  Housing  and  Urban  Development  provides  financial 
assistance  to  Public  Housing  Authorities.  The  purpose  of  the  CIAP 
is  to  improve  the  physical  condition  and  upgrade  the  management  and 
operations  of  existing  public  housing  developments  and  ensure  that 
such  developments  continue  to  be  available  to  serve  low-income 
families.  Comprehensive  modernization  is  a  program  that  provides 
for  all  needed  physical  and  management  improvements.  Under  the 
CIAP,  all  modernization  programs  are  comprehensive  modernization 
except  those  defined  as  special  purpose,  emergency  or 
homeowners hip . 

Since  1982,  the  Boston  Housing  Authority  has  received 
$178,667,727  in  CIAP  funds.  In  addition,  the  Commonwealth  of 
Massachusetts  and  City  of  Boston,  under  various  Community 
Development  Block  Grants,  have  provided  a  substantial  amount  of 
funding  for  capital  improvement  to  public  housing  developments,  as 
illustrated  below: 

State  Funds     CDBG 

for  Fed  Hsing   Funds         Total 


Year 

CIAP  Pi 

inds 

Approved 

1982 

15,214, 

,517 

1983 

36,941, 

,807 

1984 

19,644, 

796 

1985 

25,070, 

,127 

1986 

29,732, 

,582 

1987 

12,500, 

,000 

1988 

20,275, 

,765 

1989 

19,488, 

,133 

TOTALS : 

$178,667, 

,727 

3,403,820  18,618,337 

3,507,180  40,448,987 

3,600,000  23,244,796 

3,350,000  28,420,127 

2,228,124  31,960,706 

2,548,511  15,048,511 

23,500,000      1,875,000  45,650,765 

8,603,300      1,000,000  29,091,433 

$32,103,300    $21,512,635     $232,483,662 

CIAP  OVERVIEW 

CIAP  Organization/Delegation  of  Authority 

The  organization  of  the  BHA  CIAP  process  is  hindering  the 
efficient  completion  of  ihe  CIAP  objectives.  The  review  revealed 
that  no  fewer  than  three  departments  are  charged  with  individual 
CIAP  responsibilities,  with  the  Fiscal  Affairs  Division  responsible 
for  coordination  of  all  functions.  This  process  has  allowed  for 
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misconnnunication,  disorganization  and  missed  opportunities  for  CIAP 
requisitioning . 

The  review  revealed  serious  coordinational  problems  in  several 
areas.  The  Construction  Management  and  Fiscal  Affairs  Divisions 
have  difficulty  coordinating  requisition  for  funds,  budget  revision 
requests  to  HUD,  and  responding  to  HUD  reporting  requirements. 
Planning  Design  and  Development  and  Construction  Management  have 
difficulty  coordinating  CIAP  applications,  Comprehensive  Plan 
revisions  and  project  design  and  specifications. 

Recommendations 

Tasks  that  can  be  delegated  should  be  completed  by  the  fiscal 
officer  of  Construction  Management  Division.  These  would  include 
quarterly  reporting  for  physical  improvements,  fund  requisition  for 
contracted  work  and  possibly  some  force  account  work. 

The  Planning  Design  and  Development  Division  should  be 
combined  with  the  Construction  Management  Division  or  the 
objectives  of  the  Planning  Design  and  Development  Division  should 
be  redesigned  to  eliminate  the  "Front  End  Only"  approach. 

A  full-time  CIAP  Coordinator  with  specific  modernization 
expertise  to  cover  all  aspects  of  Capital  Improvements  should  be 
designated.  This  does  not  necessitate  a  new  position;  someone  such 
as  the  Assistant  Administrator  for  Construction  Management  could 
easily  assume  this  role. 

Since  the  date  of  the  on-site  review  the  Authority  has 
implemented  organizational  changes  which  responded  to 
recommendations  in  the  draft  report.  Additional  information,  such 
as  an  organizational  chart  and  position  duties  and 
responsibilities,  is  necessary  before  HUD  can  assess  the  effect  of 
these  changes. 

Implementation  of  Programs 

Force  Account  vs.  Contract  for  Capital  Improvements 

The  BHA  has  been  extremely  successful  in  utilizing  force 
account  labor  to  complete  its  capital  improvements.  It  is  currently 
evaluating  the  cost  effectiveness  of  force  account  labor,  however, 
against  contracted  services,  however,  by  preparing  bid 
specifications  for  upcoming  comprehensive  modernization  work.  The 
results  of  this  bidding  process  should  provide  additional  data  to 
evaluate  the  cost  effectiveness  of  force  account  labor  as  compared 
to  contract  service  for  completing  unit  rehabilitation. 
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gy'1-ofi*  of  Control 

The  BHA  Construction  Management  Division  has  instituted  an 
effective  system  of  control  for  its  capital  improvements  programs. 
This  system  monitors  the  progress  of  ongoing  construction 
contracts,  force  account  projects  and  funding  source  identification 
for  all  work  items.  This  system  is  able  to  generate  weekly  status 
reports  of  all  activity,  including  projected  completion  dates  and 
indicators  of  possible  problems  and  delays.  The  BHA  is  commended 
for  its  efforts  in  this  area. 

COMPREHENSIVE  PLAN 

Overview 

The  BHA  completed  its  first  Comprehensive  Plan  for 
Modernization  (CPM)  in  July,  1987.  The  CPM  is  comprised  of  three 
"Olumes:  Physical  Assessment  for  Family  Projects,  Physical 
.assessment  for  Elderly  Projects  and  Management  Assessment.  The 
physical  assessment  portion  was  completed  by  BHA  staff,  while  the 
management  assessment  was  completed  by  the  Quadel  Corporation  at 
an  approximate  cost  of  $20,000.  The  1987  CPM  identified  over  $286 
million  in  physical  needs  for  all  projects  and  $190,000  in 
management  improvement  needs.  The  CPM  has  not  been  revised  since 
the  original  submission.  The  Department  of  Planning  Design  and 
Development  (PDD)  reported  that  the  CPM  is  now  under  revision.  A 
draft  copy  of  the  Physical  Assessment  for  Family  Projects  shared 
with  the  reviewers  indicate  increased  physical  needs  for  family 
developments  to  $488  million. 

Compliance  with  HUD  Requirements  -  Finding 

There  were  several  deficiencies  in  the  BHA's  CPM.  The  CPM  does 
not  priority-rank  projects  by  modernization  type  with  estimated 
costs.  (HUD  Handbook  7485.1  REV  4  Par.  3-5(b)  and  Notice  PIH  87- 
8).  There  is  an  attempt  to  prioritize  work  items  within  a  project; 
however,  an  overall  ranking  of  projects  is  not  provided.  The  CPM 
has  not  been  updated  since  the  original  1987  submission;  Notice  PIH 
87-8  requires  that  the  CPM  should  be  updated  annually. 
Accordingly,  it  does  not  reflect  the  relationship  with  the  BHA's 
Comprehensive  Occupancy  Plan  (COP)  to  meet  tne  overall  objective 
of  improving  the  Authority's  occupancy  rate. 

The  CPM  Management  Assessment  does  not  reflect  the  BHA's 
management  improvements  needs  as  indicated  by  recent  CIAP 
applications.  The  1987  CPM  identified  five  areas  of  management 
improvements:  rent  collection,  code  compliance,  maintenance  work 
orders,  management  information  systems,  and  employee  skills 
improvement  program.  However,  the  BHA's  CIAP  application  has 
identified  a  multitude  of  other  management  needs.  These  include: 
security/ drug  prevention,  tenant  selection,  asbestos  survey, 
telephone  systems,  fixed  asset  inventory,  accounts  payable  clerk, 
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senior  accountant,  Center  for  Household  Management,  and 
implementation  of  the  Voluntary  Compliance  Agreement.  These 
additional  issues  greatly  expand  the  management  needs  as  perceived 
by  the  BHA. 

The  General  Physical  Needs  Assessment  is  deficient  because  it 
does  not  address  Section  504  Compliance.  The  management  needs 
assessment  is  not  completed  on  an  individual  project  basis  and  the 
management  needs  are  not  evaluated  against  the  performance 
indicators  in  Chapter  11  of  PHA  Monitoring  Handbook  (7460.7  Rev. 
Chg.  1). 

The  CPM  project  viability  reviews  are  not  realistic.  None  of 
the  BHA's  developments  required  a  Step  3  viability  review.  This 
seems  inconsistent  with  the  issues  of  security,  drug-related  crime, 
high  vacancy,  and  deteriorating  neighborhood  conditions  described 
on  the  BHA's  FY  1989  CIAP  application  which  severely  question 
project  visibility. 

In  addition,  the  BHA's  analysis  of  modernization  costs 
indicates  that  many  developments  will  far  exceed  the  maximum  Total 
Development  Cost  guidelines.  The  Project  Viability  reviews  do  not 
address  this  issue. 

Finally,  the  BHA  has  been  highly  successful  in  obtaining 
capital  improvement  funds  from  sources  other  than  CIAP.  The  CPM 
does  not  reflect  this  availability  of  funds.  This  omission  of 
information  distorts  the  total  universe  of  funding  available  fcr 
the  BHA. 

Methodology 

The  1987  CPM  based  its  physical  needs  assessment  on  an  actual 
on-site  inspection  of  all  projects.  An  in-house  data  collection 
computer  program  was  designed  to  organize  field  data  and  compile 
final  project  modernization  costs.  Each  individual  project  was 
evaluated  by  on  site  inspections,  consultations  with  site  managers 
and  by  reviewing  historic  data  such  as  "as  built"  plans. 

The  BHA  is  furthering  its  in-house  capability  to  assess  need 
by  developing  a  computer  program,  which  will  evaluate  and  rank 
proposed  individual  work  items"  against  both  CIAP  Handbook 
eligibility  criteria  and  BHA  priorities.  However,  the  1990  draft 
revision  indicates  that  projected  costs  will  be  determined  by  using 
"project  models"  which  reflect  typical  project  conditions  and 
established  modernization  costs.  The  projected  costs  of  an 
individual  development  would  be  adjusted  according  to  identified 
deviations  from  that  project  and  the  model. 

This  new  methodology  appears  to  be  a  step  backward  from  the 
accomplishments  of  the  BHA  in  this  regard.  The  "project  model" 
system  assumes  that  the  modernization  needs  of  each  project  will 
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be  similar  within  the  identified  adjustment  factors.  It  also 
assumes  that  historical  modernization  costs  and  methods  will  remain 
constant  and,  therefore,  can  be  the  basis  of  future  estimates  of 
other  projects.  These  assumptions  may  not  be  accurate  as  changes 
in  the  construction  industry  occur  frequently. 

Required  Corrective  Action 

The  BHA  must  revise  its  CPM  to  comply  with  the  CIAP  Handbook 
7485.1  REV  4,  Appendix  22.  Since  special  purpose  or  comprehensive 
modernization  cannot  be  funded  without  a  revised  Plan,  it  is 
recommended  that  the  BHA  complete  this  submission  as  soon  as 
possible. 

The  revised  CPM  should  priorities  projects  by  modernization 
cost  using  estimated  costs.  This  prioritization  is  an  important 
aspect  of  planning  for  the  BHA  and  the  HUD  Field  Office.  In 
addition,  meetings  with  development  residents  revealed  their  desire 
to  learn  the  priority  of  the  individual  needs  of  their 
developments . 

The  BHA  has  often  made  a  distinction  between  returning  a 
project  to  "as  is"  condition  as  opposed  to  achieving  20  year 
viability.  If  such  a  distinction  is  valid  and  achieving  20  year 
viability  is  seen  as  a  more  costly  endeavor,  then  the  BHA  should 
specifically  identify  which  issues  or  systems  are  most  critical  in 
achieving  20  year  viability. 

It  is  also  strongly  recommended  that  the  BHA  complete  the  CPM 
revision  by  assessing  its  physical  and  management  needs  on  an 
individual  development  basis.  The  BHA  has  demonstrated  the 
capability  to  complete  the  physical  needs  assessment  using  its  in- 
house  automated  programs.  This  bottom-up  approach  will  provide  more 
accurate  data  to  the  Field  Office  and  will  assist  in  making  more 
logical  and  realistic  funding  decisions.  This  type  of  planning  will 
also  greatly  enhance  the  BHA  funding  posture  when  Comprehensive 
Grant  funding  takes  effect. 

Since  completion  of  the  on-site  review,  the  Authority  submitted 
a  revised  CPM  and  HUD's  advice  will  be  issued  in  a  separate  letter 
when  the  review  is  completed. 

Management  Improvements 

Overview 

The  BHA 's  management  and  resident  initiatives  have  been 
supplemented  by  a  significant  input  of  funded  CIAP  Management 
Improvements.  The  BHA  has  relied  heavily  on  this  funding  to  sustain 
security,  drug  elimination,  management  training  and  fair  housing 
programs . 
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The  application  process  for  management  improvements  is 
coordinated  by  the  Fiscal  Affairs  Division  and  the  BHA 
Administrator.  The  Assistant  Administrator  for  Fiscal  Affairs 
coordinates  requests  for  management  improvements  by  soliciting 
proposals  from  department  heads.  The  proposals  are  then  compiled 
by  the  Fiscal  Affairs  Division  and  then  forwarded  to  the  BHA 
Administrator  for  final  review  and  approval. 

Accomplishments 

While  all  of  the  management  improvements  are  not  listed,  seme 
of  the  more  significant  initiatives  include: 

Fair  Housing  Assistants  -  To  implement  the  Voluntary 
Compliance  Agreement  (VCA),  the  BHA  has  retained  two  Fair  Housing 
Assistants.  Their  role  is  to  provide  neighborhood  tenants  briefings 
for  identified  disadvantaged  applicants  and  to  provide  escort 
services  for  applicants  to  view  new  neighborhoods.  Fair  Housing  has 
also  used  management  improvements  to  identify  disadvantages 
applicants  and  to  complete  required  VCA  monthly  reports  to  HUD. 

Assignment /Occupancy  Specialist  -  In  a  similar  effort  to 
comply  with  the  VCA,  and  the  Comprehensive  Occupancy  Plan  (COP), 
the  BHA  has  retained  an  assignment  specialist  and  an  occupancy 
specialist.  Their  roles  are  to  implement  the  technical  changes  in 
assignment  resulting  from  the  VCA  and  to  meet  the  occupancy  goals 
of  the  COP. 

Youth  Drug  Prevention  Program  -  This  program  attempts  to 
provide  positive  alternatives  to  teenagers  who  are  most  likely  to 
become  involved  in  drug-related  activity.  The  program  establishes 
Youth  Workers  in  each  family  development  to  coordinate  positive 
activities.  The  BHA  has  used  this  initiative  as  leverage  to  obtain 
other  funding  for  drug-related  programs  from  the  State  of 
Massachusetts . 

Public  Safety  -  The  BHA  maintains  a  security  force  to  assist 
the  Boston  Police  in  development  security.  Management  improvements 
have  been  used  to  subsidize  this  effort. 

Management  Internship  Program  -  The  Management  Internship 
Program  is  designed  to  provide  classroom  and  field  training  to  BHA 
employees  for  potential  positions  as  Development  and  Area  Managers. 
The  Program  combines  formal  training  at  Boston  University  with 
field  placements  at  development  sites,  Central  Maintenance,  or  at 
the  administrative  offices  at  52  Chauncy  Street.  The  objective  of 
the  program  is  to  expose  potential  managers  to  maintenance  delivery 
systems  and  to  provide  an  opportunity  for  maintenance 
superintendents  to  become  development  managers . 
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flhaarvations 

The  BHA  has  used  a  liberal  interpretation  of  the  intent  and 
definition  of  CIAP  management  improvements.  All  of  the  federal 
management  improvements  have  taken  a  PHA-wide  approach  as  opposed 
to  addressing  management  concerns  specific  to  a  housing  development 
being  comprehensively  modernized.  While  this  approach  is  acceptable 
and  eligible,  a  PHA  would  be  required  to  demonstrate  that,  to 
correct  the  management  deficiency  at  the  development  to  be 
comprehensively  modernized,  a  management  improvement  must  be 
undertaken  which  also  will  benefit  other  PHA  public  housing 
projects.  This  type  of  relationship  is  not  always  clear  in  some  of 
the  previously  funded  improvements. 

In  addition,  many  of  the  BHA  funded  management  improvements 
have  funded  on-going  positions  and  direct  services  to  residents. 
These  initiatives  are  generally  ineligible  as  a  management 
improvement . 

Recommendation 

CIAP  Handbook  7485.1  Rev.  4,  issued  December  20,  1989, 
provides  additional  guidance  regarding  eligibility  requirements  for 
management  improvements.  The  BHA  should  be  very  familiar  with  these 
requirements . 

In  addition,  the  BHA's  Comprehensive  Plan  for  Modernization 
should  be  revised  to  present  the  full  range  of  the  Authority's 
management  concerns.  This  is  a  requirement  of  the  CPM  revision 
process . 

Modernization  Quarterly  Reporting  System  Analysis 

From  Federal  Fiscal  Year  1982  through  1989,  the  BHA  has 
received  approximately  $178,667,727  in  CIAP  funds. 

Based  upon  a  review  of  the  BHA  Modernization  Quarterly  Report 
for  the  period  ending  December  31,  1989,  the  following  analysis  of 
the  activities  within  each  modernization  program  is  provided. 

FFY  1982  MA06P002906-Z 

CIAP  funds  approved  :  $15,214,517 
Funds  obligated  by  BHA:  $15,214,517 
Funds  advanced  by  HUD:  $15,214,517 
Funds  expended  by  BHA:  $15,210,817 
Excess  funds  advanced  but  unexpended  by  BHA  $3,700 

The  BHA  should  provide  evidence  that  the  $3,7  00  has  been 
spent.  If  not,  these  funds  should  be  remitted  to  HUD. 
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PFY  1983  MA06P002907-Z 

CIAP  funds  approved:  $19,209,995 
Funds  obligated  by  BHA:  $19,209,995 
Funds  Advanced  by  HUD:  $19,209,995 
Funds  expended  by  BHA:  $19,208,774 
Excess  funds  advanced  but  unexpended  by  BHA:  $1,221 

Same  course  of  action  for  this  program  as  stated  for  the  FFY 
1982  program. 

FFY  1983  MA06P002908-Z 

CIAP  Funds  approved:  $17,731,812 
Funds  Obligated  by  BHA:  $17,731,812 
Funds  Advanced  by  HUD:  $17,731,812 
Funds  Expended  by  BHA:  $17,610,697 
Excess  funds  advanced  but  unexpended  by  BHA:  $121,115 

Same  course  of  action  for  this  program  as  stated  for  FFY  1982 
program. 

FFY  1984  MA06P002910-Z 

CIAP  Funds  approved:  $14,397,796 
Funds  Obligated  by  BHA:  $14,397,796 
Funds  Advanced  by  HUD:  $14,180,205 
Funds  Expended  by  BHA:  $14,148,908 
Excess  funds  advanced  but  unexpended  by  BHA:  $31,297 

Same  procedures  as  stated  for  FFY  1982  program. 

FFY  1985  MA06P002911-Z 

CIAP  Funds  approved:  $25,070,127 
Funds  obligated  by  BHA:  $25,070,127 
Funds  Advanced  by  HUD:  $25,04  3,223 
Funds  Expended  by  BHA:  $24,908,545 
Excess  funds  advanced  but  unexpended:  $134,678 

Same  procedures  as  stated  for  FFY  1982  program. 

FFY  1986  HA06P002912-Z  MROP 


CIAP  Funds  approved:  $20,386,582 
Funds  Obligated  by  BHA:   $20,386,582 

Funds  Advanced  by  HUD:  $2,228,286 

Funds  Expended  by  BHA:  $3,918,4  95 

The  BHA  has  spent  $1,690,212  more  than  it  has  requisitioned 

from  HUD.  The  source  of  these  funds  could  not  be  determined  by  the 
reviewer. 
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FFY  1986  KAQ6P002913-Z 

CIAP  Funds  approved:  $9,146,000 

Funds  obligated  by  BHA:  $9, 146, COO 

Funds  advanced  b   r-IUD:  $4,651,7  03 

Funds  expended  t    HA:  $6,140,279 

The  BHA  has  sp  $1,488,576  more  than  it  has  requisitioned  from 
HUD.  The  source  these  funds  could  not  be  determined  by  the 
reviewer. 

FFY  1987  MA06P002914-Z 

CIAP  funds  approved:  $12,500,000 

Funds  obligated  by  BHA:  $12,500,000 

Funds  advanced  by  HUD:  $4,588,474 

Funds  expended  by  BHA:  $7,243,193 

The  BHA  has  spent  $2,654,719  more  than  it  has  requisitioned 
from  HUD.  The  source  of  these  funds  could  not  be  determined  by  the 
reviewer . 

FFY  1988  MA06P002915-Z 

CIAP  funds  approved:  $20,275,765 

Funds  obligated:  $8,944,949 

Funds  advanced  by  HUD:  $4,999,157 

Funds  expended  by  BHA:  $5,529,120 

The  BHA  has  spent  $529,963  more  than  it  has  requisitioned  from 
HUD.  The  source  of  these  funds  could  not  be  determined  by  the 
reviewer . 

FFY  1989  MA06P002916-Z 

CIAP  Funds  approved:  $19,488,133 

Funds  obligated  by  BHA:  $288,220 

Funds  advanced  by  HUD:  0 

Funds  expended  by  BHA:  $220 

Summary 

A.  Funds  advanced  but  unexpended 

FFY  1982  (906-Z)  $3,700 

FFY  1983  (907-Z)  1,221 

FFY  1983  (908-Z)  121,115 

FFY  1984  (910-Z)  31,297 

FFY  1985  (911-Z)  S134.678 

Total:  $292,011 
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B.  Funds  obligated  but  unexpended 


(Including  amounts  in  (A)  above) 


FFT 
FFY 
FFT 

FFY 
FFY 
FFY 
FFY 
FFY 
FFY 
FFY 


1982 
1983 
1983 
1984 
1985 
1986 
1986 
1987 
1988 
1989 

Total: 


906-Z) 
907-Z) 
908-Z) 

910-Z) 
911-Z) 
912-2  ) 
913-Z) 
914-2) 
915-Z) 
916-Z) 


$      3,700 

1,221 

121,115 

31,297 

161,582 

16,468,084 

3,005,721 

5,256,807 

3,415,829 

288,020 

$28,753,376 


C.  Funds  Unobligated 

FFY  1988  (915-Z) 
FFY  1989  (916-Z) 

Total: 


$11,330,816 
19,199,913 

$30,530,729 


Based  upon  this  analysis,  the  BHA  presently  has  $59,284,105 
of  CIAP  funds  to  administer. 

The  obligation  deadline  for  the  Comprehensive  Modernization 
work  in  the  FFY  1988  (915-Z)  program  is  September  30,  1991.  All 
necessary  steps  should  be  taken  to  assure  that  these  funds  are 
obligated  on  or  before  the  obligation  deadline. 

The  FFY  1989  (916-Z)  program  contains  funds  for  Emergency, 
Special  Purpose,  and  Comprehensive  Modernization.  At  the  time  of 
the  review,  none  of  the  $5,630,846  allocated  for  Emergency 
Modernization  had  been  obligated.  The  obligation  deadline  is 
September  30,  1990.  The  BHA  presently  has  six  months  in  which  to 
have  all  of  these  funds  obligated.  All  necessary  steps  to  assure 
that  the  obligation  deadline  will  not  be  missed  must  be  taken. 

The  BHA  has  obligated  approximately  $288,220  of  the  $3,944,280 
allocated  for  Special  Purpose  work  in  this  program  and  none  of  the 
$9,913,007  provided  for  Comprehensive  Modernization  work.  Both  the 
Special  Purpose  and  Comprehensive  Modernization  programs  have  fund 
obligation  deadlines  of  September  30,  1992. 

Fiscal  Closeout  of  Modernization  Programs 

The  BHA  needs  to  review  its  FFY  1979  (903-Z),  FFY  1982  (906- 
Z),  FFY  1983  (907-Z),  FFY  1983  (908-Z),  FFY  1984  (909-Z)  and  FFY 
19  84  (910-Z)  programs  to  assure  that  all  work  has  been  completed, 
all  funds  obligated  and  expended.  After  this  has  been  accomplished 
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and  these  programs  are  determined  completed,  the  BHA  needs  to 
proceed  with  closing  out  of  these  programs  in  accordance  with 
instructions  contained  in  Chapter  12  of  the  new  CIAP  Handbook 
7485.1  REV-4,  including  instructions  when  the  next  IPA  is  conducted 
that  the  Auditor  must  review  the  resources  used  and  expenses 
incurred . 

The  submission  of  the  required  documents  to  HUD  for  review  and 
approval  should  be  performed  no  later  than  December  31,  1990. 

Funding  From  Other  Sources 

The  BHA  reported  as  of  December  31,  1989  that  it  used 
$6,363,690  in  funds  from  other  sources  to  pay  for  CIAP  expenditures 
in  excess  of  the  funds  it  has  requisitioned  from  HUD.  The  source 
of  these  funds  could  not  be  determined  by  the  reviewer. 

FFY  1986  (912-Z)  $1,690,212 

FFY  1986  (913-Z)  1,488,576 

FFY  1987  (914-Z)  2,654,719 

FFY  1988  (915-Z)  529,963 

FFY  1989  (916-Z)  220 

Total:         $6,363,690 

The  BHA  has  not  been  requisitioning  funds  from  HUD  based  upon 
anticipated  or  actual  expenditures  as  they  are  being  incurred 
within  the  various  modernization  programs.  The  BHA's  procedures  in 
requisitioning  funds  needs  to  be  reviewed  and  a  determination  made 
as  to  why  funding  requests  are  not  being  forwarded  to  HUD  for 
payment . 

Budget  Review 

From  FFY  1982  through  1989  the  BHA  has  received  funds  for 
Emergency,  Special  Purpose,  Vacant  Unit  Rehabilitation,  MROP  and 
Comprehensive  Modernization. 

Emergency 

FFY  1984  (910-Z)  $14,397,796 

FFY  1985  (911-Z)  $10,745,000 

FFY  1986  (913-Z)  $  9,146,000 

FFY  1987  (914-Z)  $  2,303,212 

FFY  1988  (915-Z)  $  5,152,030 

FFY  1989  (916-Z)     S  5,630.846 

Total:  $47,374,884 
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Special  Purpose 


FFY  1982  (906-Z)  $15,214,517 

FFT  1983  (908-Z)  $17,731,812 

FFY  1989  (916-Z)  S  3.944,280 

Total:  $36,890,609 


Vacant  Unit  Rehab 


FFY  1983  (907-Z)     $19,209,995 
FFY  1984  (909-Z)     S  5,247,000 

Total:         $24,256,995 


MROP 

FFY  1986  (912-Z)     $20,386,582 

Comprehensive 

FFY  1985  (911-Z)  $14,225,127 

FFY  1987  (914-Z)  $  9,196,787 

FFY  1988  (915-Z)  $15,033,735 

FFY  1989  (916-Z)  S  9,913,007 

Total:         $48,368,656 

As  large  amounts  of  Emergency  and  Special  Purpose  needs  have 
been  identified  and  funded  in  the  various  modernization  programs, 
the  BHA  should  now  be  directing  its  efforts  towards  the  preparation 
of  Comprehensive  Modernization  applications.  Because  of  the  large 
amount  of  funds  which  will  be  necessary,  staging  of  the 
modernization  funds  over  a  five  year  period  (based  upon 
availability  of  funds  in  future  years)  appears  to  be  the  only 
reasonable  approach. 

Workmanship 

On-going  modernization  work  being  performed  by  BHA  "Force 
Account"  personnel  was  inspected  at  various  developments. 
Comparable  work  performed  by  general  contractors  and  completed 
approximately  18  to  24  months  ago  was  also  inspected. 

Disregarding  the  time  difference  between  the  work  performed 
by  the  general  contractors  and  the  work  presently  on-going,  the 
quality  of  the  workmanship  of  the  "Force  Account"  personnel  was 
determined  to  be  equal  to  or  better  than  the  quality  of  work 
performed  by  the  general  contractors. 
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ptap  Application  Preparation 

Presently  the  responsibility  for  application  development  is 
being  performed  by  the  staff  of  the  Planning,  Design  and 
Development  Division.  Consultation  with  tenants,  resident 
organizations,  administrative  personnel,  etc.  is  being  performed. 

Because  the  majority  of  funds  being  requested  in  an 
application  involve  physical  improvements,  it  is  deemed  extremely 
important  that  Construction  Management  Division  personnel  have  an 
active  role  in  application  preparation  from  its  inception.  The  CMD 
staff  can  provide  valuable  expertise  in  the  areas  of  construction 
component  quantities  and  applicable  costs  based  upon  the  latest 
labor  and  material  data.  In  utilizing  the  resources  of  the  CMD 
staff  the  BHA  will  be  assuring  itself  that  complete  physical  needs 
have  been  addressed,  accurate  work  item  quantities  have  been 
determined  and  that  costs  have  been  established. 

Implementation  of  CIAP  Programs 

The  BHA  staff  assigned  the  responsibility  of  implementing  the 
modernization  programs  have  made  great  strides  in  this  area  over 
the  past  several  years.  Approved  funds  are  being  obligated  and  work 
performed  by  either  force  account  labor  or  general  construction 
contracts.  The  BHA  has  $59,284,105  to  administer  (obligate  and/or 
expend  as  of  December  31,  1989).  Based  on  the  BHA's  performance  in 
implementing  its  programs  over  the  past  several  years,  there  is  no 
indication  that  it  will  fail  to  continue  to  perform  at  the  same 
level . 

Although  HUD's  time  extension  policy  (obligation  deadline) 
does  not  address  a  deadline  for  fund  expenditure  after  funds  have 
been  obligated,  it  is  critical  to  the  overall  implementation 
process  that  funds  be  expended  in  a  timely  manner.  This  is 
especially  pertinent  to  work  being  done  by  Authority  employees 
which  is  controlled  entirely  by  Authority  officials,  and  to  so- 
called  "Emergency  Work  Items"  that  have  been  reported  obligated  for 
some  time  but  remain  largely  unfinished. 

LABOR  STANDARDS  ADMINISTRATION 

In  early  March  1990  a  HUD-Labor  Relations  Specialist  visited 
the  Boston  Housing  Authority  and  reviewed  the  administration  of 
five  contracts.  The  review  included  labor  standards  administration, 
contract  documents,  contractors'  weekly  payrolls,  and  on-site 
interviews,  Davis-Bacon  and  related  acts,  Contract  Work  Hours  and 
Safety  Standards  Act  and  the  Copeland  Act,  which  are  statutory 
requirements.  There  are  five  findings  in  the  Labor  Relations 
section  of  the  review  and  each  finding  requires  a  comprehensive 
reply  and  documentation  relative  to  corrective  action. 
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Finding  —  Underpayment 

The  BHA  compliance  officer  failed  to  rectify  an  underpayment 
of  employee's  wages,  found  through  review  of  payrolls  (J. A.  Marino 
Auto  Heating  Co.,  MA  2-3,  General  Contractor).  HUD  Handbook  1344.1, 
Section  3,  requires  that  when  violation  of  labor  standards 
requirements  result  in  an  underpayment  of  wages  to  employees,  the 
compliance  officer  shall  take  the  necessary  action.  A  labor 
standards  enforcement  report  is  to  be  submitted  to  the  Regional 
Labor  Relations  Branch  indicating  action  taken  with  respect  to  wage 
restitution  and  any  other  violation  as  they  occur. 

Finding  --  Certificates  of  Apprenticeship  Not  on  File 

Certificates  of  Apprenticeship  were  not  available  for  review 
as  required  by  HUD  Handbook  1344.1,  paragraph  2-10 (a)  (Chappy 
Corp.,  MA  2-3,  General  Contractor;  Circle  Electric,  MA  2-3,  Sub- 
contractor; Sentry  Utilities,  Inc.,  MA  2-8,  General  Contractors; 
Total  Mechanical  Service  Corp.,  MA  2-3,  Sub-contractors). 

Finding  —  Insufficient  Number  of  On-Site  Interviews 

HUD  Handbook  1344.1,  paragraph  3(2) (b),  requires  that  employee 
interviews  be  conducted  to  determine  whether  the  contractor  and 
subcontractors  are  complying  with  labor  standards  and  HUD 
regulations.  Also,  employee  interviews  must  be  sufficient  enough 
in  number  to  establish  the  degree  of  accuracy  of  the  records  and 
the  nature  and  extent  of  any  violations.  They  must  be 
representative  of  all  classifications  employed  on  the  project 
(Chappy  Corp.,  MA  2-3,  General  Contractor;  Circle  Electric,  MA  2- 
3,  Sub-contractor;  Sentry  Utilities,  Inc.,  MA  2-8,  General 
Contractors;  Gaffny  Corp.,  MA  2-3,  General  Contractors;  J. A.  Marino 
Auto  Heating  Co.,  MA  2-3,  General  Contractors). 

Finding  —  Statement  of  Compliance  Not  on  File  and/or  Incomplete 

Handbook  1344.1,  paragraph  3-8 (b)  requires  the  weekly 
submission  of  the  Statement  of  Compliance  including  statement 
concerning  the  payments  of  fringe  benefits  (Chappy  Corp.,  MA  2-3, 
General  Contractors;  Alii  Corp.,  MA  2-3,  Sub-contractor;  Circle 
Electric,  MA  2-3,  Sub-contractor;  Sentry  Utilities,  Inc.,  MA  2-8, 
General  Contractors;  Gaffny  Corp.,  MA  2-3,  General  Contractors; 
Total  Mechanical  Service  Corp.,  MA  2-3,  Sub-contractors). 

Finding   —   Written   Authority   from   Contractors   Authorizing 
Design^roft  Employees  to  Sign  Payrolls  not  on  File 

HUD  Handbook  1344.1  states  that  the  Statement  of  Compliance 
must  be  signed  by  the  owner,  officer,  or  designated  employee  of  the 
contractor.  Written  authority  must  be  furnished  by  the  owner  or 
office  of  the  contractor  where  a  designated  employee  signs  the 
payrolls  (Chappy  Corp.,  MA  2-3,  General  Contractors). 
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HUD-Labor  Relations  findings  indicate  that  the  Boston  Housing 
Authority  has  adequate  staff  to  perform  labor  standards  compliance; 
however,  this  staff  is  used  for  EEO  and  other  monitoring  activities 
and  labor  standards  compliance  is  given  insufficient  attention. 
Underpayments  were  not  rectified,  sufficient  on-site  interviews 
were  not  performed,  apprentice  certifications  were  not  on  file, 
statements  of  compliance  were  not  on  file,  and  insufficient  concern 
was  shown  for  labor  standards  compliance  as  evidenced  by  the 
findings  discovered. 

In  addition  to  these  findings,  HUD  Handbook  7485.1,  Public  and 
Indian  Housing  Comprehensive  Improvement  Assistance  Program, 
paragraph  9-31  (al-a2)  requires  the  Labor  Relations  staff  to  review 
certificates  of  completion.  In  reviewing  Boston  Housing  Authority 
Certificates  of  Completion,  many  of  them  are  still  being  processed 
years  after  the  completion  date  of  the  project  and  in  some 
instances  after  the  mandatory  three  year  retention  of  payroll 
records.  If  underpayments  are  found,  by  the  time  HUD  is  involved, 
the  contractor  has  already  destroyed  the  basic  payroll  records, 
hindering  the  investigation.  In  other  instances  the  General 
Contractor  signs  off  on  the  certificate  four  months  before  the 
Housing  Authority's  Construction  Superintendent,  and  the  Executive 
Director  signs  the  document  two  months  after  that.  The  document  is 
received  at  HUD  six  months  after  the  general  contractor  signs  it. 
This  dilatory  completion  process  is  costly  to  the  Contractors  and 
it  discourages  them  from  participating  in  federally-assisted 
projects . 

Recommendations 

An  individual  should  be  designated  as  a  Federal  Labor  Standards 
Compliance  Officer,  responsible  for  the  on-site  interviews,  payroll 
reviews,  and  all  Federal  Labor  Standards  requirements.  This  person 
should  be  familiar  and  preferably  involved  in  the  construction 
activity,  with  a  background  in  both  construction  and  trades.  This 
position  does  not  necessitate  a  new  employee;  rather,  an  existing 
staff  member  should  be  reassigned  to  these  duties. 

Certificates  of  Completion  should  be  processed  in  a  more 
expeditious  manner  so  that  completed  projects  may  be  closed  and 
contractors  paid  their  retainage  promptly;  provide  a  description 
of  changes  to  your  operating  procedures  to  ensure  timely  processing 
of  close-out  documents. 
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PART  VI 


Procurement  Policy  and  Practice 
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PART  VI 
PROCUREMENT  POLICY  AND  PRACTICE 


Introduction 

The  purpose  of  this  section  of  the  review  is  to  determine  the 
extent  to  which  the  BHA's  procurement  policy,  procedures,  and 
actions  comply  with  HUD  requirements  for  procurement  conducted  by 
grantees  as  set  forth  in  24  CFR  85.36. 

The  review  examined  BHA's  procurement  activities,  and  determined 
BHA's  compliance  with  HUD  grantee  procurement  standards.  Principal 
BHA  staff  responsible  for  the  management  and  placement  of  BHA's 
procurement  were  interviewed  and  a  randomly  selected  sample  of 
BHA's  active  contract  and  purchase  order  files  was  examined. 

The  principal  procurement  areas  reviewed  included:  formal 
construction  contracts  (including  architect  and  engineer  services) ; 
non-construction  contracts;  small  purchases  (including  those  made 
under  the  Consolidated  Supply  Contracts);  and  organizational  and 
management  systems . 

BHA's  contracting  activities  were  generally  found  to  be 
functional  and  supporting  the  programmatic  activities  effectively. 
The  BHA  staff  is  knowledgeable  in  the  areas  of  contract  award  and 
administration,  and  is  well  acquainted  with  BHA's  contracting 
policy  and  procedures.  Adequate  competition  is  being  sought  and 
received  for  most  contracts  and  purchases.  While  no  serious 
problems  or  deficiencies  were  discovered,  there  are  areas  for 
improvement . 

Construction  Contracts 

The  BHA  Construction  Management  Division  is  responsible  for  the 
placement  and  administration  of  construction,  development  and 
modernization  contracts. 

Generally,  the  award  and  adminis-  ation  of  construction 
contracts  were  found  to  be  effective  d  consistent  with  HUD 
procurement  standards.  With  the  exception  of  a  small  number  of 
contracts  for  actual  emergency  work  (e.g.,  repairing  severed 
electrical  cables,  removing  contaminated  soil  from  BHA  property 
construction),  contracts  above  $25,000  are  awarded  by  sealed 
bidding.  Even  in  emergencies,  three  oral  quotes  are  sought  and, 
most  often,  received.  One  area  of  concern  not  cited  as  a  separate 
finding,  but  which  warrants  further  investigation  and  possible 
action  by  BHA,  is  the  relatively  small  number  of  bids  received  for 
construction  contracts.  The  vast  majority  of  the  files  reviewed 
indicated  that  at  most  three  bids  were  received.  Given  the 
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reasonably  large  value  of  the  contracts,  it  is  recommended  that  BHA 
more  aggressively  market  its  requirements. 

Finding   —   Architect   and   Engineering   Contract   Files   are 
Inadequately  Documented 

BHA  appears  to  comply  with  the  requirements  of  Chapter  8  of  HUD 
Handbook  7485.1  Rev. 3  for  the  award  of  A/E  contracts  using  a 
qualifications-plus-price  based  method.  Nevertheless,  the 
documentation  in  the  files  reviewed  did  not  reflect  how  offers  were 
rated  against  the  evaluation  criteria  set  forth  in  solicitations 
and  subsequently  selected  for  negotiation  and  award.  Such 
documentation  of  the  basis  for  contractor  selection  and  award  is 
required  by  24  CFR  85.36  (b)  (9). 

Required  Corrective  Action 

Ensure  that  the  evaluation  and  selection  of  architect  and 
engineering  contractors  are  fully  documented. 

Finding  —  Inadequate  documentation  of  cost  and  price  analysis 

24  CFR  85.36  (f)  (1)  requires  that  cost  or  price  analysis  be 
performed  on  every  procurement  action  involving  the  cost  or  price 
of  the  contract.  Most  of  the  A/E  contract  files  reviewed  contained 
no  documented  evidence  of  the  required  analysis  beyond  a  brief 
statement  that  the  proposed  costs  were  deemed  reasonable.  While  the 
interviews  held  with  BHA  procurement  staff  revealed  a  knowledge  of 
the  principles  of  cost  and  price  analysis,  the  written  rationale 
for  negotiated  costs/prices  was  not  provided.  In  addition,  although 
required  by  24  CFR  85.36  (f),  profit  was  not  negotiated  as  a 
separate  element  of  cost  in  contracts  awarded  through  the  use  of 
competitive  proposals. 

Required  Corrective  Action 

Ensure  that  cost  or  price  analysis  is  performed  and  that 
contract  files  contain  adequate  documentation  to  support  negotiated 
costs  and  prices.  Ensure  that  profit  is  negotiated  separately  in 
negotiated  procurement. 

Finding  —  Inadequate  documentation  to  support  withdrawal  of  bid 
after  bid  opening 

Hartford  Roofing  was  allowed  to  withdraw  its  bid  of 
approximately  $279,000  aft^r  bid  opening.  Hartford  was  notified 
that  it  was  the  low  bidder  and  was  asked  to  confirm  its  bid  price. 
File  documentation  indicated  that  Hartford  initially  confirmed  its 
bid  price,  then  requested  to  be  allowed  to  withdraw  the  bid  due  to 
a  $127,000  mathematical  error.  The  file  did  not  contain  either 
Hartford's  request  or  any  written  documentation  to  support  BHA's 
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decision  tc  allow  the  withdrawal.  The  contract  was  awarded  to  the 
next  highest  bidder,  Titan  Roofing,  in  the  account  of  S3"", 000. 

Rer::r:  Corrective  Ac  tier. 

Ensure  that  all  contract  files  are  fully  documented  to  support 
aware  acticr.s  and  bib  withdrawals . 


r.ct  :er..»:.v  suor.itteo 


re_v  rar.r.er 


Chapter  9  of  HIT  Handbook  "453.1  Rev.  4  requires  that  Pore:  HIT- 
~  5 1 C  "Previous  Particicaticr.  Certificate,  "  be  subricted  withir. 
three  working  days  after  did  cper.ir.g.  Failure  tc  co  so  rer.ders  t.-.e 
hid  r.cnresccr.s ive  •  Several  files  reviewed  ir.cicated,  however,  tr.at 
BHA  acceccs  the  Certificate  uo  ::  •:  davs  after  hid  toer.ir.o. 


Insure  tr.at  a_-  7crr  h ..-.::. s  are  suor.itteo  ir.  a  tir.e_v  ra.nr.er 
ar.d  that  bios  cf  fires  failing  tc  reet  tr.e  required  tirefrare  are 
rejectee  as  -::re£p:*s:ve.  BHA  should  include  the  H1T-233C  ir.  all 
r_c  raccaees  with  ir.str   ticr.s  reruirir.c  its  subrissicr.  with  bids 


-_ ;-:-- 


.-er.e: 


:-.."C  Handbook  "455.1  requires  the  use  of  the  HTT-53" 
ar.c  Special  Conditions,"  in  construction  contracts.  BHi 
suostituteo  its  o wn  List  cf  orcvisicr. s  m  all  cf  the  rcr. I 
reviewed.  BHA  staff  indicated  that  the  HIT  Field  Cffice  sta: 
rev_eweo  ano  aoorcveo  contracts  containing  this  list  cf  orcvij 
Fcrral  apprcva.  -.:  use  BHA's  general  prcvisicns  was  never  grantee. 
T.".e  clauses  m  tne  files  reviewec  aooeared  tc  cenf  cm  tc  the 


.nless  grantee  written  approval  by  HIT,  the  BHA  rust  ensure  that 

considerable  tire  spent  en  legal  review  cf  these  contracts  could 
ce  saveo  by  using  HIT'S  prescribed  prcvisicns. 

Scn-ccnstricticn  Ccntracts 


Tne  rancor  sarcle  cf  contract  files  reviewed  Included  contracts 
fcr  iecai  se rv ices,  e xce rt  cc nsuitant  se rv ices,  and  ins ur a n c e  Cms 
area  recuires  si  emit"  leant  irercverent  tc  core  intc  cortliance  with 
2  9  _.  R  z  z  .  -  o  . 


Pir.dir.c  --  Ir.aderuace  svscer  fee  t:.e  ivtr:  ar.c  t^:.r..-:ri:.:-.  t  f 
r.egcciacec   r.:r.-c:re:r.::.:r.    ccrcraccs 

The   ccr.craer    fcles    rsv.evs:  vers   c-ccrly   cccurer.oed  wioh  rsr»rc 

reo-ccclcry ,  ar.c  source  seleccccr. .  See  scarce  awarcs  were  :.:*. 
jusrif.ee  as  required  by  24  CFH  55.36  (d)  (4).  No  file  ccr.oa.r.ec 
evider.ee  cf  "  =  c  orice  analyses,  ar.c  r.eccccacccr.  cf  orcfee  as  a 
secarace   :ce*    .cer   requcrec   ey   24    _??.   53.26      c        4        _c      arc      f    . 


scree      ar.c   cr.e   ccrcecccLve   crcc-csal   recced   cf    aware.    Ir.sure   c.-.a' 
all   crccurerer.c   arcve   cr.e   srai.1   curc.case   ceres r.clc   are   race    is_r. 

2  wrier,  sealed  zlzz^t.z  is  noo  accrccrcaoe.  Er.sure  c.-.ac  cc  =  ' 
ar.alvscs  is  cerf erred  ar.c  cccurer.oec  wr.er.  orcce  cs  r.cc  cr.e  ca=_: 
fcr  award,  ar.c  chao  crcfic  cs  r.eccocacec  as  a  secarace  ccsc  _cer 
Er.sure    cr.ac    all    scle    scuree    ar.c    lircoed    ccreeccccve    avarcs    ar; 

cracr.cr.c     cc     ics     ccr.craccir.c     scaf  f     cc     cr.e     use     cf     r.ecco_ao£: 


■?.--.■„„ 


_  r.  a  c  e  cu  ace     s  v  s  c  er 


3KA  has  r.c  cer.cral  svscer  fcr  rcr.cccrir.c  ocese  ccr.craccs.  i 

r e ou escec  cc  crcdcce  a  iisc  cf  c ur r e r. c  1  v  a c c c v e  r. c r. - c c r. s c ru z * 

c cr.f  erer.ces  .  Tc  ics  crecio,  HHA  has  lr.  olacs  ar.  auccracec  reccr* 
racer ials  ar.c  suoclces,  ar.d  is  ijeel  ere  r.c.  r.c  a  suruiar  ?*-*?  ~  ~~ 


BHA  should  strongly  cor.sider  ercar.dir.: 
ccr.cracc  tracking  svscer  cc  include  r.cr.-ccr.s 

S  r  a 1 1  Purchases 


This  area  was  found  cc  he  ir.  corclcar.ee  wich  5sA  s  _r.cemal 
crceecures  ar.c  cr.e  reercirerer.es  ef  24  27?.  55.26.  The  fcies  rev_svec 
were  well  dccurer.ced.  Required  corc-ecicier.  was  scughc.  2r.e  area  fcr 
Ircrcverer.c  was  ccer.oif  ced  . 
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Finding  —  Consolidated  Supply  Contract  purchases  not  fully 
gJ2£aBfifl&Sd, 

Files  of  purchase  orders  made  under  HUD's  Consolidated  Supply 
Contracts  did  not  contain  documentation  that  prices  paid  for  items 
were  the  lowest  in  the  catalog,  or  provide  justification  for  other 
than  lowest  price,  as  required  by  HUD  Handbook  7460.8. 

Required  Corrective  Action 

Ensure  that  CSP  purchase  files  document  that  prices  pai i   are  the 
rest  available  from  the 
other  than  the  lowest  price. 

Organizational  and  Management  Systems 


lowest  available  from  the  catalog  or  provide  justification  for 


BHA's  contracting  activity  is  decentralized  to  the  degree  that 
separate  procurement  staff  and  management  systems  serve  different 
functional  areas  within  the  BHA  (e.g.,  all  construction  contracts 
are  the  responsibility  of  the  Construction  Management  procurement 
staff).  Most  areas  are  adequately  organized  and  managed. 

Due  to  the  large  volume  and  dollar  value  of  the  construction 
work  and  supplies  purchased  by  BHA,  construction  contracting  and 
small  purchases  are  the  better  organized  areas.  The  management  of 
non-construction  contracts  (e.g.,  legal  and  consultant  services) 
is  most  in  need  of  improvement.  Overall,  BHA  follows  contracting 
practices  and  principles. 

The  following  areas  were  identified  for  improvement. 

Finding  —  Formal  procurement  guidance  is  inadequate 

With  the  exception  of  the  purchasing  activity,  there  is  little 
formal  (i.e.,  written)  procurement  guidance  available  to  BHA 
contracting  staff.  BHA  contracting  staff  are  performing  their  work 
using  various  "standards  operating  procedures."  Some  of  these 
procedures  are  written,  and  some  are  not.  In  addition,  BHA's 
procurement  handbook  needs  significant  revision  to  both  comply  with 
24  CFR  85.36  and  provide  guidance  for  contracting  staff  outside  the 
purchasing  activity. 

Required  Corrective  Action 

Revise  the  procurement  handbook.  State  the  procedures  for 
delegating  the  authority  and  responsibility  to  execute  contracts 
on  behalf  of  BHA,  and  provide  a  list  of  the  positions  (by  title) 
within  BHA  that  have  such  authority,  clearly  stating  limitations 
(i.e.,  dollar  thresholds).  Ensure  that  the  handbook  adequately 
addresses  all  areas  of  BHA  contracting,  including  construction  and 
non-construction  contracts,  detailing  the  procedures  to  be  used  in 
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the  different  areas.  Procedures  should  be  standardized  as  much  as 
possible . 

Provide  guidance  on  negotiated  procurement  and  the  use  of 
competitive  proposals  (RFPs)  including  but  not  limited  to  such 
areas  as  solicitation  procedures,  proposals  evaluation,  and  source 
selection.  (See  also  finding  entitled  "Inadequate  System  for  the 
Award  and  Administration  of  Negotiated  Non-construction  Contracts" 
above) . 

Specify  BHA's  bid/proposal  protest  and  contract  dispute 
procedures.  Also  specify  minimum  requirements  for  file 
documentation  and  the  maintenance  of  contract  files.  Provide 
guidance  on  sole  source  contracting,  including  necessary 
justification  and  approvals. 

Where  the  guidance  set  forth  in  24  CFR  85.36  and  HUD  program 
regulations  and  Handbooks  (e.g.,  CIAP)  is  adequate  to  meet  BHA's 
needs,  the  handbook  should,  at  a  minimum,  reference  the  appropriate 
citation.  In  addition  to  the  handbook  changes,  BHA  must  develop  and 
make  available  to  all  its  contracting  staff  a  written  code  of 
standards  of  conduct  governing  employees  engaged  in  the  award  and 
administration  of  contracts. 

Finding  —  Contract  file  documentation  not  centrally  maintained 

BHA  does  not  maintain  a  single  file  for  each  contract  containing 
all  relevant  documentation.  Particularly  in  the  area  of 
construction  contracts,  separate  files  are  kept  for  pre-bid 
documentation  ("program  coordinator's"  files),  the  contract 
("spec/contract"  files),  postaward/administrative  matters  (e.g., 
correspondence)  ("contract"  and  "inspection"  files),  and  payments 
("central"  files).  This  procedure  contributes  to  inefficiency  in 
administering  contracts  and  increases  the  possibility  of  losing  or 
misplacing  important  contract  documents.  In  fact,  information 
requested  in  conducting  this  review  was  not  easily  retrieved  by  BHA 
staff  due  to  its  dispersion.  Some  key  information  was  missing 
entirely. 

Required  Corrective  Action 

While  it  may  be  necessary  to  keep  copies  of  certain  contact 
documents  in  various  locations,  there  should  be  one  file  in  which 
all  original,  relevant  documentation  is  maintained.  Files  should 
to  the  degree  possible  be  centrally  located  and  maintained  for  easy 
access  by  BHA  staff. 


59 


PART  VII 


Operation  of  Developments  Managed  by  BHA 
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PART  VII 
OPERATION  OF  DEVELOPMENTS  MANAGED  BY  BHA 


The  Operations  Division  of  the  Boston  Housing  Authority  is 
responsible  for  the  day  to  day  management  and  maintenance  of  the 
Authority's  7  0  conventional  housing  developments  around  the  city. 
For  purposes  of  management  control  and  supervision,  the  city  has 
been  divided  into  five  management  areas.  Three  are  geographically 
defined  and  are  comprised  of  all  family  developments.  The  Elderly 
Area  is  city-wide  and  is  comprised  of  all  BHA  elderly  developments. 
The  fifth  is  also  a  city-wide  area  and  is  comprised  of  a  mix  of 
family  and  elderly  developments  which  are  privately  managed. 

Management  and  maintenance  supervision  is  divided  among  a 
supervisory  staff  comprised  of  four  Area  Directors,  37  Housing 
Managers,  seven  Area  Maintenance  Superintendents,  and  2  8 
Development-based  Maintenance  Superintendents.  The  Operations 
Division  employs  approximately  650  permanent  people. 

The  Authority's  management  and  maintenance  functions  are  highly 
decentralized,  placing  primary  responsibility  to  the  maximum 
possible  extent  at  the  local  development  level.  Central  Maintenance 
crews  provide  those  services  which  local  management  cannot  perform. 
Central  Maintenance  also  has  other  functions,  such  as  developing 
and  conducting  maintenance  training  programs. 

One  of  the  most  important  functions  performed  by  the  Operations 
Division  is  the  collection  of  tenant  rent.  The  Authority  has  had 
a  problem  for  many  years  relative  to  the  timely  and  complete 
collection  of  rent  and  our  review  shows  that  it  is  not  yet 
resolved.  As  of  March  31,  1989,  the  Authority  reported  uncollected 
rent  of  $1.6  million,  and,  during  the  three  year  period  then  ended, 
had  written  off  more  than  $1.6  million  of  uncollected  rent. 

The  Review  examined  the  collection  process  and  identified 
several  changes  that,  if  made,  could  improve  rent  collections. 

Revise  Lease  Agreement 

The  current  lease  agreement  is  ambiguous,  contains  outdated 
provisions  regarding  recertif ication  of  tenant  eligibility,  and 
various  HUD  definitions  and  requirements.  The  lease  does  not  state 
clearly  whether  penalties  may  be  levied  for  late  payments. 

Recommendation 

Update  the  lease  to  conform  with  current  HUD  regulations  in  24 
CFR  912,  913  and  966  to  avoid  court  challenges  related  to  rents 
charged.  The  language  of  rent  payment  responsibilities  should  be 
strengthened  and  adhere  to  the  grievance  procedure. 
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The  Authority  should  make  rent  "due  and  payable"  on  the  first 
of  the  month  and  establish  a  reasonable  grace  period  after  which 
time,  the  subsequent  steps  of  private  conference  and  issuance  of 
Notice  to  Vacate  should  immediately  begin.  Consideration  should 
also  be  given  to  instituting  late  charges  which  encourage  timely 
payment  of  rent. 

In  1987  the  BHA  commissioned  the  Quadel  Corporation  to  study 
the  problem  of  Rent  Collection  under  the  MIP  portion  of  the  CIAP 
program.  Quadel  made  many  recommendations  for  the  BHA  to  improve 
its  rent  collection,  but  it  appears  that  these  were  not 
implemented,  and  consideration  of  those  recommendations  should  be 
given  at  this  time. 

The  adoption  of  a  new  lease,  with  its  resulting  changes  to  the 
rent  collection  procedures,  provides  a  perfect  opportunity  for  the 
Authority  to  adopt  a  strong  position  on  collecting  rent.  A  forceful 
and  consistent  message  must  be  sent  to  tenants  that  delinquency  or 
non-payment  is  unacceptable  and  will  not  be  tolerated.  A  consistent 
implementation  of  procedures  must  be  coupled  with  a  willingness  to 
pursue  legal  action.  Tenants  must  be  made  to  realize  that  continued 
arrearage  will  result  in  legal  action.  An  increased  commitment  by 
the  BHA  to  lease  enforcement  and  rent  collection  should  result  in 
a  change  in  attitude  about  paying  rent  by  residents. 

Rent  Collection  Policy 

The  Authority  does  not  have  a  formal  Rent  Collection  Policy. 
Rather,  it  follows  the  Rent  Collection  procedures  set  forth  in 
section  310-316  of  the  Authority's  Operation  Manual  (March  1, 
1984).  All  rent  payments  are  recorded  and  summarized  by  the  Tenant 
Accounts  Department  at  the  Central  Office.  This  department 
generates  numerous  reports,  including  a  monthly  Cash  Receipts 
Analysis  Report,  which  includes  all  cash  payments  and  the 
percentage  of  the  monthly  rent  roll  collected.  Development  Managers 
and  their  aides  are  responsible  for  all  aspects  of  rent  collection, 
prior  to  court  action. 

Recommendation 

Once  the  Authority  has  revised  the  lease,  it  should  carefully 
scrutinize  the  rent  collection  procedures,  insuring  that  both 
documents  are  in  agreement  as  to  the  date  rent  is  due  and  payable, 
procedures  for  handling  non-payment  of  rent  and  grounds  for 
eviction.  It  is  also  strongly  recommended  that  the  BHA  study  and 
adopt  the  recommendations  offered  by  the  Quadel  Corporation  in 
their  19  87  Management  Improvement  Study. 

Quadel 's  recommendations  that  the  Authority  refer  a  greater 
number  of  delinquent  accounts  to  the  Legal  Department  for  eviction 
action  should  be  implemented.  The  Legal  Department  has  been  very 
successful  in  obtaining  judgments  against  residents  in  housing 
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court:  of  the  123  cases  brought  to  court  in  the  quarter  July  - 
September,  1989,  61  resulted  in  judgments  against  residents,  44  in 
court-ordered  agreements  and  only  18  were  dismissed.  Counting  both 
judgments  against  tenants  and  court-ordered  agreements,  the 
Authority  has  a  success  rate  of  over  85%  (50%  for  only  judgments 
against).  Despite  these  impressive  results,  only  about  5%  (174 
cases)  of  the  2,866  accounts  receivable  (Tenants  in  Possession 
only)  during  the  same  period  were  referred  to  Legal  for  eviction 
action.  An  increase  in  eviction  action  would  reduce  TARs  and 
bolster  rent  collection. 

The  Authority  should  review  and  determine  whether  on-site 
managers  receive  adequate  and  timely  information  necessary  to 
collect  delinquent  rent. 

Excessive  Collection  Losses  (HUD  Handbook  IG  7476.3)  -  Finding 

A  reasonable  percent  of  collection  loss  write-offs  is  considered 
one  percent  of  annual  dwelling  rental  income. 

Collection  losses  have  consistently  increased  over  the  last  few 
years  for  public  housing  as  shown: 

Annual  Collection  Losses 

FYE  Rental  Income       Written  Off         Percent 

3/31/87  20,835,032  468,355  2.2 

3/31/88  22,813,032  529,218  2.3 

3/31/89  24,674,200  620,441  2.5 

9/30/89  12,349,955  (6  mo)    317,419  2.6 

It  is  important  that  a  firm  but  fair  collection  policy  be 
consistently  followed.  Collection  losses  for  vacated  tenants 
determined  uncollectible  must  be  approved  by  the  Administrator; 
and  even  though  the  losses  have  been  written  off,  collection  must 
be  pursued  (see  HUD  7511.1). 

BHA  has  not  developed  a  "collection  policy"  to  incorporate 
procedures  for  charging  rents,  adjustments  to  rents,  collections, 
retroactive  rent  charges,  credits  to  tenants  that  vacate  a  unit, 
charges  for  excess  utility  consumption,  tenant  caused  damages  or 
collection  write-offs.  Due  to  lack  of  a  formal  policy,  or 
procedures,  each  development  accounts  for  collections  based  upon 
their  own  knowledge  of  tenant  charges  and  rent  collection.  It  is 
not  clear  whether  uniform  treatment  of  all  tenants  is  provided  as 
it  relates  to  collections .Failure  to  implement  collection 
procedures  jeopardizes  BHA's  ability  to  collect.  There  are 
inconsistencies,  lack  of  knowledge  and  training,  and  --more 
importantly —  lack  of  internal  control. 

BHA  presently  writes  off  bad  debts  three  months  after  the  tenant 
vacates  a  unit.  This  does  not  allow  sufficient  management  time  to 

63 


pursue  collection.  BHA  also  does  not  utilize  the  services  of  a 
collection  agency. 

The  TAR  report  submitted  to  HUD  for  the  period  ended  9/30/89 
indicated  that  26.2%  of  tenants  in  possession  were  delinquent  (2866 
-  delinquent  tenants  divided  by  10,939  number  of  tenants  in 
possession) . 

There  has  been  insufficient  effort  exerted  to  pursue  delinquent 
TARs  nor  has  BHA  analyzed  the  causative  reasons  for  excessively 
high  TARs  and  collection  losses. 

Required  Corrective  Actions 

+  Develop  and  adopt  a  collection  policy  that  defines  all  aspects 
of  collection  procedures  through  collection  losses  written  off. 

+  Competitively  negotiate  for  a  collection  agency  contract. 

+  Consider  establishing  security  deposits. 

+  Expand  the  provisions  in  the  Occupancy  Policy  to  deny 
applicants  admission  if  past  shelter  obligations  from  private 
enterprise  (including  those  for  utilities)  have  not  been  met.  This 
includes  debts  due  from  any  program  administered  by  BHA. 

+  Set  up  a  computer  option  identifying  all  tenants  by  social 
security  number,  that  have  vacated  owing  BHA.  The  occupancy 
department  would  then  have  access  to  this  listing  to  assist  them 
in  determining  eligibility  at  admission  time. 

+  Provide  training  to  project  managers  to  conform  to  current 
policies  and  procedures  in  a  consistent  manner. 

+  All  bad  debts  written-off  should  be  approved  by  the 
Administrator  with  a  written  account  of  the  actions  taken  to 
collect  and  the  reasons  why  such  action  has  failed.  Each  account 
should  be  listed  and  approved  individually.  (See  HUD  7510.1, 
Chapter  3,  Section  13,  page  8,  Account  4570  and  HUD  7511.1,  Chapter 
11,  Section  1,  paragraph  12  a) . 

Rent  Collection  Specialists 

As  part  of  a  continuing  effort  to  bolster  rent  collection  and 
reduce  TARs,  the  Authority  employs  five  (5)  rent  collection 
specialists  (RCS)  who  are  directed  to  collect  delinquent  rents  at 
developments  with  high  accounts  receivable.  RCS  duties  include 
tracking  accounts  in  arrearage  45  days  or  more  (60  days  in  the  West 
area),  utilizing  the  standard  rent  collection  practices. 

Our  review  of  results  at  four  projects  —  Franklin  Field, 
Franklin  Hill,  Orchard  Park  and  Mission  Hill  —  indicated  mixed 

64 


success   because  at  two  of  the  developments  the  amount  of 
uncollected  rent  between  February  1989  and  1990  actually  increased. 

Recommendation 

It  appears  that  more  fundamental  changes  are  necessary  to  the 
rent  collection  process  if  results  are  expected  to  improve.  The 
full  responsibility  of  collecting  rent  must  continue  to  be  assigned 
to  the  on-site  managers  and  evaluation  of  their  performance  must 
be  based,  in  part,  on  the  collection  of  rent.  Rent  collection 
specialists  can  be  helpful  but  it  should  be  emphasized  that  the  on- 
site  manager  is  responsible  for  the  results. 

Maximum  Rents 

A  significant  contributing  factor  to  the  high  TARs  is  the 
Authority's  practice  of  assessing  tenants  "Maximum  Rents"  if  they 
fail  to  recertify  on  a  timely  basis.  This  practice  is  used  as 
leverage  to  motivate  the  tenants  to  recertify,  but  residents  are 
aware  that  management  does  not  realistically  expect  to  receive 
these  rents  and  therefore  ignore  the  tactic.  This  practice  serves 
neither  the  financial  nor  the  managerial  interest  of  the  Authority. 
Further,  as  these  accounts  are  counted  in  determining  TARs,  this 
practice  needlessly  inflates  the  rent  roll  and  TARs. 

Recommendation 

The  Authority  should  discontinue  the  practice  of  assessing 
tenants  maximum  rents  if  they  fail  to  recertify  on  a  timely  basis. 
Rather,  the  Authority  should  pursue  eviction  for  cause  (violation 
of  the  lease  and  24  CFR  966...),  if  a  tenant  does  not  recertify  on 
a  timely  basis.  This  approach  would  reduce  the  number  of  delinquent 
accounts  by  7-10%  and  serve  to  make  the  TAR  report  a  more  accurate 
reflection  of  actual  charges  receivable.  If  the  Authority  chooses 
to  continueits  present  practice,  it  should  develop  an  accounting 
software  application  which  would  delete  maximum  rent  delinquencies 
from  the  TAR  count. 

On-site  Verification  of  Rent  Collection 

The  review  of  tenant  files,  site  visits  and  interviews  with  area 
managers  revealed  that  the'  development  managers  (or,  where 
applicable,  the  rent  collection  specialists)  are  following  the 
Authority's  Five-Step  procedure  for  initiating  non-payment  eviction 
cases,  as  published  in  the  Non-Payment  Eviction  Manual  for 
Managers . 

However,  a  review  of  tenant  files  revealed  inconsistencies  among 
developments  in  scheduling  private  conferences  with  tenants  who 
were  delinquent.  Furthermore,  several  files  contained  multiple 
repayment  agreements,  sometimes  two  or  three  in  one  year.  This 
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practice  appears  to  undermine  the  credibility  of  the  agreements  and 
reduces  the  effectiveness  of  the  collection  process. 

Recommendations 

The  Authority  should  adhere  to  the  timetable  established  for 
each  step  of  the  Non-Payment  Eviction  Process,  and  should  avoid 
entering  into  multiple  repayment  agreements . 

Residents  should  be  informed  that  repayment  agreements  are  a 
privilege  and  not  a  right.  The  fact  that  the  lease  is  a  binding 
agreement  and  not  just  a  piece  of  paper  should  be  enforced. 

Tenant  Charges  for  Damages  and  Appliances 

The  Authority  does  not  have  a  formal  policy  of  charging  for 
resident-caused  damage  or  for  excess  appliances  such  as  freezers 
and  air  conditioners.  It  is  a  generally  accepted  premise  that 
charges  for  resident  caused  damage  can  be  an  effective  tool  in 
property  maintenance  and  that  appliance  fees  establish  necessary 
energy  saving  incentives.  Relative  to  resident-caused  damage,  it 
appears  some  managers  levy  charges  when  the  damage  is  flagrant  and 
severe. 

Recommendation 

Adopt  a  policy  to  charge  for  resident-caused  damage  and  extra 
electrical  appliances;  develop  a  list  of  charges  and  amend  the 
lease  agreement  to  incorporate  them  when  residents  are  next 
recertified. 

In  addition,  the  Authority  should  establish  a  schedule  of 
maintenance  charges  payable  by  residents  and  post  copies  of  it  at 
every  development.  According  to  the  BHA  personnel,  the  majority  of 
charges  appearing  on  the  TAR  report  are  those  charged  to  vacated 
and/or  evicted  accounts,  namely  constable  fees  for  eviction  and 
related  moving  and/or  storage  costs.  Occasionally,  the  Finance 
Department  will  record  on  the  TARs  maintenance  charges  from  the 
tenant  worksheets  submitted  by  the  project  managers. 

It  appears  that  the  only  charges  the  Authority  assesses 
consistently  are  those  least  likely  to  be  collected.  Implementing 
and  enforcing  a  schedule  of  tenant  charges  will  be  a  positive 
management  strategy  and  will  promote  an  arrangement  that  could 
improve  resident  behavior  and  attitude. 

Tenant  Accounts  Receivable  Report 

A  review  of  the  12/31/89  TAR  Report  -  Form  HUD  -  52295  revealed 
the  following  errors  and/or  omissions:  the  Authority  does  not 
maintain  complete  and  current  records  of  the  number  of  delinquent 
accounts  who  have  entered  into  formal  repayment  agreements . 
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Therefore,  neither  Section  D  of  the  Form  -  52295,  nor  Section  E5 
(Percent  of  Amount  Delinquent  to  total  charges)  was  completed. 
Also,  the  Authority  did  not  sufficiently  separate  the  "additional 
charges"  into  the  appropriate  categories  of  either  tenant  in 
possession  or  vacated  accounts. 

Recommendation 

Create  a  system  which  will  monitor  and  track  the  number  of 
management  initiated  repayment  agreements.  These  statistics  should 
be  made  available  to  the  Area  Managers,  Director  of  Operations  and 
the  Tenant  Accounting  Department  (which  needs  this  information  to 
complete  Part  D  of  Form  HUD-52295).  This  system  should  be  designed 
to  detect  repeat  or  multiple  agreements,  which  may  be  unnecessarily 
inflating  the  TARs .  Repayment  agreements  must  be  regarded  as 
binding  documents  by  both  management  and  tenant  accounting. 

Another  contributing  factor  to  the  high  TARs  is  the  delay  in 
direct  vendors  payments  by  the  Welfare  Department,  often  a  lag  of 
two  to  three  months.  During  that  time,  the  tenant's  account  is 
considered  to  be  in  arrears.  It  would  be  beneficial  to  the  BHA  if 
these  "delinquent"  vendor  payments  could  be  recorded  separately 
and  not  considered  in  the  calculation  of  the  total  TAR  figures. 
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PART  VIII 


Operation  of  Tenant  and  Privately  Managed  Developments 
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PART  VIII 
OPERATION  OF  TENANT  AND  PRIVATELY  MANAGED  DEVELOPMENTS 


The  Boston  Housing  Authority  has  been  providing  alternative 
methods  of  public  housing  management  through  contracts  with  tenant 
and  private  management  companies  since  the  early  1970 's.  Initially 
each  management  organization  signed  a  contract  with  a  specified 
term,  all  of  which  have  expired  and  have  not  been  renewed.  The 
following  organizations  were  managing  housing  developments  at  the 
time  of  our  review  and  the  Authority  was  operating  on  the  premise 
of  ongoing  agreements: 


Management  Company 

Corcoran  Management  Co. 
35  Fidelis  Way 
Brighton,  MA  02135 

Tenant  Management  Corp 

42  Huron  Way 

Jamaica  Plain,  MA  02130 

ETC  Developers,  Inc. 
630  Tremont  Street 
Boston,  MA  02118 


Development 

No.  of 

units 

2-82  Commonwealth 
2-35  91-95  Washington 

392 
82 

2-19  Bromley  Park 
2-7   Heath  Street 
2-25  Bickford  Street 

732 

420 
64 

2-58  West  Newton  St. 
2-72  Rutland/E. 

Springfield 
2-4  9  Torre  Unidad 

136 

14 
204 

2-55  Evans  Street 

2-56  Infill  I 

2-59  Infill  II 

2-83 


2-77  Bellflower 


2-90  Summer  Street 


2-93  Highland  Park 


West  Concord  Apt. 


2 
26 
28 

103 


114 


104 


26 


79 


OKM  Associates 
148  State  Street 
Boston,  MA  02109 

OKM  Associates 

1875  Dorchester  Ave. 

Dorchester,  MA  02124 

OKM  Associates 

24  Bellflower  Court 

Dorchester,  MA  02125 

OKM  Associates 
11  Gordon  Avenue 
Hyde  Park,  MA  02136 

High  Forte  Management  Co 
16  Centre  Street 
Roxbury,  MA  02119 

Brown,  Ng  Co. 
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2-98  Hampton  House        7  6 

2-44  Douglas  House        77 

2-99  Washington  Manor     70 

The  West  Concord  Apartments  consists  of  74  residential  and  five 
commercial  units. 

Brown,  Ng  Co.  contract  terminated  in  February  by  mutual  termination 
—  three  year  contract  ending  March  31,  1990. 

It  appears  that  only  limited  oversight  was  given  to  the  various 
management  organizations.  The  Authority  did  not  maintain  a  contract 
register  and  consequently  was  not  aware  that  all  contracts  for 
private  management  services  had  expired. 

The  terms  and  conditions  of  the  contracts  vary  considerably  but 
generally  can  be  described  as  vague  and  lacking  precise 
descriptions  of  expected  performance  and  payment  requirements.  In 
some  contracts  there  was  not  a  clear  definition  of  cost  and  who 
was  responsible  to  pay  them.  It  appears  that  operating  budgets  were 
not  always  reviewed  and  approved  by  the  Authority  and  managing 
agents  executed  contracts  and  procured  goods  and  services  which 
were  paid  for  by  the  Authority  without  prior  approval  or 
monitoring. 

Recommendation 

Before  executing  new  contracts  with  any  of  the  managing  agents 
(except  Tenant  Management  Corporation)  the  Authority  should  take 
the  following  actions: 

1.  Evaluate  the  performance  of  all  management  agents  considering 
cost  and  benefits  and  decide  whether  it  is  appropriate  to 
continue  such  arrangements . 

2.  Solicit  Request  for  Proposals  for  new  private  agent 
management  contracts  consistent  with  the  Authority's  Procuement 
Policy. 

3 .  The  Authority  must  establish  a  system  for  monitoring  the 
performance  of  the  managing  agents  (including  TMC)  to  insure 
contracts  don't  expire,  budgets  are  received  and  reviewed  and 
annual  evaluations  are  conducted. 
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PART  IX 


Maintenance  Operations 
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PART  IX 
MAINTENANCE  OPERATIONS 


A  review  of  the  maintenance  operation  was  conducted  during  the 
period  of  February  26  through  March  8,  1990.  The  review  consisted 
of  interviews  with  Mr.  William  Knox,  Operations  Administrator,  Mr. 
Edward  Gallagher,  Director  of  the  Central  Maintenance  Department, 
and  eight  development  managers.  On-site  inspections  of  four  family 
(MA  2-9  Franklin  Hill,  MA  2-13  Washington/Beech,  MA  2-23  M.E. 
McCormick  and  MA  2-24  Old  Colony)  and  four  elderly  developments  (MA 
2-40  Martin  Luther  King,  MA  2-44  Hampton  House,  MA  2-45  Amory 
Street,  and  MA  2-71  Patricia  White)  were  conducted  as  a  part  of  the 
review. 

The  single  most  important  activity  the  Authority  performs  is 
the  maintenance  of  public  housing.  How  well  it  does  this  important 
task  determines  its  success  and  establishes  its  public  image.  Prior 
to  19  80,  the  Authority  failed  to  perform  this  important 
responsibility  and  it  was  the  major  cause  for  the  Court's 
intervention  and  take-over.  Since  1980,  significant  management 
actions  have  improved  the  quality  of  the  housing  stock  and 
maintenance  programs;  additional  improvements  are  necessary  and 
this  section  of  the  report  will  address  the  areas  that  were 
observed  requiring  corrective  actions: 

Work  Order  System 

The  computer-based  work  order  system  appears  to  be  well  designed 
and  effective  for  processing  work  orders,  and  tracking  annual 
inspections  and  vacant  units. 

An  analysis  of  the  efficiency  of  the  work  order  system  in  the 
federally  assisted  developments  for  the  six  months  ended  March  31, 
1990  shows  that  about  half  of  all  work  orders  were  completed  within 
one  day  and  about  three-fourths  within  five  days.  The  average 
number  of  days  to  complete  all  types  of  work  orders  was  nine  and 
one-half  days.  For  emergency  work  orders  95  percent  were  completed 
the  same  day  and  99  percent  in  less  than  five  days. 

While  the  average  performance  time  for  processing  work  orders 
was  significantly  improved  from  the  performance  time  that  prevailed 
prior  to  1980,  it  was  noted  that  a  backlog  of  work  orders  existed 
for  certain  family  developments.  At  the  time  of  our  review  we 
identified  a  backlog  of  more  than  100  work  orders,  some  of  which 
were  outstanding  at  least  thirty  days. 

Site  Visit  Results 

In  order  to  check  the  effectiveness  of  the  work  order  system  a 
field  visit  was  conducted  at  Charlestown,  MA  2-1.  Ms.  Clarissa 
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Mitchell,  Area  Coordinator,  was  present,  as  was  Ms.  Jeanne  Giuggio, 
project  manager  for  Charlestown.  The  overall  project,  as  well  as 
specific  units  with  incomplete  and  completed  work  orders,  was 
inspected  in  the  company  of  John  Hrabchak,  Superintendent. 

The  general  condition  of  the  project,  which  has  1100  units,  is 
fair.  The  following  comments  relate  to  the  site  and  building 
exteriors . 

1.  A  large  number  of  screens  were  broken  or  missing. 

2.  Approximately  10%  of  windows  were  open  -  most  for  dryer 
venting. 

3.  There  was  considerable  litter  and  debris  at  the  site. 

4.  Approximately  10%  of  the  hallways  were  littered  and  dirty. 

5.  Approximately  10%  of  hallway  doors  were  not  functioning 
properly  —  broken  closer,  hand  striker  plate  missing,  other 
doors  left  open. 

6.  Dumpsters  were  randomly  placed  throughout  the  site  rather 
than  on  pads  at  specific  locations.  Also  the  dumpsters  were 
emptied  on  call  rather  than  on  a  regular  schedule. 

7.  There  is  much  deterioration  of  blacktop  walkways,  drives  and 
parking  areas . 

As  to  work  orders,  a  computer  printout  was  used  to  determine 
which  units  to  visit.  Most  of  the  older  work  orders  were  for  "floor 
tiles"  or  "scraping  and  painting".  The  reasons  these  had  not  been 
done  were  that  they  required  scheduling  of  specialized  work  crews 
or  that  laborers  who  might  have  done  some  of  the  work  (i.e. 
scraping  paint)  were  occupied  with  snow  removal.  The  following 
specific  units  were  inspected: 


UNIT 

795 

234 

489 

327 

224 


WORK 

ORDER 

Tub  Stoppage 

Scrape  &  Paint 

Scrape  &  Paint 

Floor  Tile 

Floor  Tile 

WORKORDER 
TYPE       DATE       STATUS 

Emergency  2/12/90  Work  Done 

Routine   1/02/90  Work  Done 

12/01/89  Work  Done 

11/21/89  Condition  not 


Routine 
Routine 
Routine 


12/06/89   Dangerious; 
Tileman  not 
available.  Work 
scheduled  3/1/90 
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1148      Heating  Pipe 

Cover  Routine    02/05/90   Should  have  been 

classified  as 
Emergency.  Needs 

pipefitter-will 
be  scheduled 
"soon" 

The  general  impression  was  that  the  maintenance  program  was  not 
totally  effective  at  this  site. 

General  Conditions  of  Developments 

Nearly  all  of  the  eight  projects  visited  (MA  2-40,  MA  2-44,  MA 
2-45,  MA  2-71,  MA  2-9,  MA  2-13,  MA  2-23,  and  MA  2-24)  had  common 
areas,  hallways  and  living  units  that  were  dirty,  contained 
unnecessary  debris,  or  required  painting.  It  appears  that  while 
the  maintenance  crews  perform  routine  maintenance  at  acceptable 
levels  and  frequencies,  lack  of  management  controls,  poor  tenant 
housekeeping  habits  and  the  presence  of  squatters  contribute  to 
the  maintenance  problem. 

Recommendations 

Create  an  incentive  program  for  development  managers,  which 
would  result  in  some  type  of  reward  for  maintaining  high  standards 
at  their  development.  Educate  tenants  relative  to  their 
responsibilities  to  maintain  a  clean  living  unit.  Institute  and 
enforce  sanctions  on  tenants  who  willfully  damage  or  vandalize 
their  living  unit,  common  areas,  or  the  site.  Design  space,  provide 
locks  and  other  controls  that  would  prevent  unauthorized  persons 
from  gaining  access  and  use  of  the  common  halls  and  other  similar 
areas . 

The  Authority's  reply  to  the  draft  report  indicated  that 
effective  October  1,  1990,  development  managers  would  be 
responsible  for  the  regular  maintenance  of  all  common  spaces,  and 
other  actions  were  in  process  that  address  the  issues  raised  in 
this  part  of  the  report. 

Charges  for  Tenant-Caused  Damages 

The  most  significant  deficiency  in  the  work  order  system  is  the 
failure  to  assess  charges  for  tenant-caused  damages.  Assessment  of 
such  charges  is  generally  recognized  as  an  effective  procedure  for 
affecting  resident  behavior  and  has  been  widely  adopted  by  housing 
authorities  across  the  country. 

Recommendation 

Establish  a  policy  and  a  list  of  charges  for  tenant-caused 
damages  and  develop  and  negotiate  a  lease  agreement  that  implements 
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this  important  policy. 

Central  Maintenance 

Central  maintenance  appears  to  be  well  organized  including 
supervision  and  inspections.  The  workforce  is  comprised  of  skilled 
union  personnel  who  are  capable  of  performing  work  assignments  with 
minimal  supervision.  There  was  no  significant  backlog  of  workorders 
for  most  of  the  trades,  except  for  roof  repairs. 

Recommendation 

Employ  additional  trained  roofers,  or  cross  train  existing  staff 
to  perform  roofing  repairs.  It  may  require  union  approval  of  cross 
training.  Perform  roof  repairs  immediately  after  receiving  report 
of  leaks.  Prompt  repairs  will  help  to  eliminate  costly  damage  to 
surrounding  roof  systems  and  interior  damage  to  the  structure  and 
tenants'  property. 

Annual  Unit  Inspections 

Charts  and  graphs  maintained  by  the  Authority  indicated  that 
inspection  were  performed  at  all  developments  as  required.  However, 
it  appears  that  inspection  reports  in  many  cases  were  not 
maintained  in  the  proper  office  location.  A  sampling  of  the 
inspection  forms  revealed  incomplete  information.  The  form  does 
not  address  a  complete  room  by  room  inspection.  Reports  indicate 
that  many  inspections  were  performed  by  untrained  individuals  and 
not  accompanied  by  a  skilled  maintenance  person. 

Our  follow-up  inspections  of  units  recently  inspected  by  the 
Authority  revealed  failed  conditions  that  should  have  been  repaired 
or  were  not  observed  by  the  inspector. 

Recommendation 

Additional  attention  is  necessary  to  improve  the  system  for 
conducting  annual  unit  inspections,  including  the  use  of  standard 
forms,  trained  inspectors,  tenant  sign-off.  quality  control, 
follow-up  processes  and  charges  for  tenant-caused  damages. 

Vacant  Units 

During  our  on-site  visits,  we  noted  several  vacant  units  that 
were  reportedly  not  occupied  for  extended  periods ,  some  exceeding 
one  year.  It  was  reported  that  because  of  marketing  difficulties, 
certain  units  were  not  repaired  and  painted  until  an  applicant  had 
selected  it  since  rehabilitated  vacant  units  attracted  squatters 
and  vandals. 

It  appears  that  the  Authority  may  not  meet  its  target  occupancy 
rate  for  FY  1991  established  in  the  HUD  approved  Comprehensive 
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Occupancy  Plan  unless  strong  initiatives  are  taken  to  re-occupy 
vacant  unit6 .  Special  attention  must  be  given  to  the  elderly 
developments  located  in  poor  neighborhoods  to  significantly  improve 
management  and  maintenance  services,  correct  project  conditions  and 
to  develop  marketing  strategies  that  would  attract  new  applicants. 

Excessive  Deferred  Maintenance 

Deferred  maintenance  is  causing  deterioration  to  all  of  the 
sampled  buildings.  Deterioration  is  noticeable  with  roof  systems 
failing,  exterior  brick  and  masonry  units  require  major  repair, 
replacement  and  pointing,  heating  systems  require  total 
replacement,  electrical  systems  require  total  replacement  of  all 
primary  and  secondary  service,  sites  require  new  landscaping, 
fencing  and  lighting.  Interiors,  as  mentioned  above,  require 
painting,  stair  modernization  (in  the  family  developments) 
selective  bathroom  and  kitchen  modernization. 

Roof  fans  used  for  make-up  air  and  ventilation  have  been  shut 
off  (reportedly  to  save  energy).  This  has  resulted  in  a  foul  odor 
in  the  common  areas  and  living  units. 

Recommendation 

Reactivate,  repair  or  replace  roof  fans.  Insure  that  all  intake 
and  exhaust  ducts  and  grills  are  cleared  and  operating 
satisfactorily.  Install  new  filters  as  required. 

Preventative  Maintenance  Program 

Maintenance  of  major  systems  such  as  boilers,  underground  pipes, 
electrical  and  elevators  absorbs  large  amounts  of  staff  resources, 
time  and  funds,  and  it  is  essential  that  more  attention  be  directed 
to  this  problem. 

The  Authority's  revised  Comprehensive  Plan  for  Modernization 
(CPM),  submitted  subsequent  to  the  date  of  the  on-site  review, 
addresses  the  problems  of  deferred  and  preventative  maintenance. 
The  CPM  is  under  review  and  HUD's  advice  will  be  issued  separately. 
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PART  X 
SECURITY  PROGRAM 


Lack  of  public  safety,  which  was  brought  to  our  attention  many 
times  during  the  review,  is  a  major  concern  of  tenants  and 
officials  of  the  BHA.  While  considerable  amounts  of  federal 
housing  assistance  has  been  directed  toward  the  safety  problem,  it 
remains,  and  will  require  considerable  financial  and  staff 
resources,  as  well  as  the  full  cooperation  of  the  residents,  if  it 
is  to  be  resolved.  It  is  a  generally  accepted  premise  that  no 
community  can  function  effectively  —  particularly  a  community  of 
low-income  families  --  if  public  safety  cannot  be  maintained. 

The  Boston  Housing  Authority  has  designed  a  two-pronged  attack 
on  the  problem;  one  being  to  provide  police  protection  to  the 
extent  financial  resources  permit;  the  second,  to  implement  a 
crime  prevention  program  that  is  sensitive  to  the  special  needs  of 
the  residents  and  which  includes  all  members  of  the  community 
including  tenants,  housing  managers,  program  administrators,  and 
public  officials.  Key  elements  of  this  approach  include: 

+  Hiring  and  training  an  investigative  police  force 

+  Employing  additional  police  officers  for  elderly  developments 

+  Working  closely  with  the  Boston  Police  and  state,  federal, 
and  transit  security  officers 

+  Strengthening  the  Authority's  tenant  selection  and  eviction 
procedures 

+  Improving  crime  collection  and  reporting  methods 

+  Implementing  crime  prevention  programs 

+  Providing  a  wide  range  of  recreational  and  cultural  programs 
for  young  residents 

Primary  responsibility  for  most  of  these  programs  has  been 
assigned  to  the  BHA's  Department  of  Public  Safety;  activities  that 
address  the  social  service  needs  of  the  community,  such  as  adult 
education,  skills  training,  counseling,  developing  youth  councils 
and  promoting  local  tenant  organization  are  assigned  to  the 
Community  Services  Department.  The  essence  of  the  BHA's  approach 
is  to  organize  and  use  ^the  entire  community  to  promote  public 
safety,  rather  than  just  policing  it. 

The  Authority's  capital  improvement  program  has  addressed  the 
security  problem  too.  All  buildings  with  vacant  units  have  been 
boarded  up  and  properly  secured.  Whenever  financially  feasible, 
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improvements  have  been  designed  to  eliminate  hallways  in  old 
buildings  which  provide  opportunities  for  crime,  drug  trafficking 
and  easy  escapes .  Street  layouts  have  been  altered  to  promote  more 
effective  police  surveillance,  better  lighting  has  been  installed, 
and  the  entire  housing  inventory  has  been  improved. 

Finding 

Federal  funds  are  the  only  funds  used  to  pay  for  the  Authority- 
wide  security  program. 

Audited  financial  statements  for  the  fiscal  years  ended  March 
31,  1987  and  1988  revealed  that  the  Authority  expensed  funds  from 
the  following  sources  for  the  payment  of  security  services: 

CIAP  Operating  Funds  Total 

1987  $1,326,000      $1,198,741  2,524,741 

1988  1,670,500       1,524,769  3,195,269 

It  appears  that  only  federal  resources  were  used  to  pay  for 
security  services  even  though  20%  of  the  Authority's  public  housing 
is  state-assisted.  During  interviews  at  the  Authority,  staff  in  the 
Accounting  Department  informed  us  that  funds  of  the  Commonwealth 
were  used  to  pay  for  security  services  but  were  classified  as 
administrative  costs.  We  were  unable  to  verify  this  fact  or  obtain 
information  which  would  demonstrate  that  state  funds  were  used  to 
pay  for  security  services.  It  is  a  violation  of  Section  407  (H)  of 
part  two  of  the  annual  contributions  contract  to  expense  operating 
revenues  for  other  than  federal  public  housing  developments,  and 
a  violation  of  Section  14  (c)  of  the  United  States  Housing  Act  of 
1937,  which  limits  CIAP  expenditures  to  federally  assisted  low-rent 
housing  projects. 

Reguirec    rrective  Action 

While  security  problems  and  services  are  not  necessarily 
confined  to  federal  projects  and  require  an  Authority-wide  program, 
our  previous  approvals  to  use  CIAP  and  operating  funds  were  based 
on  a  pro-rata  share  of  Authority-wide  security  services.  It  appears 
that  only  federal  funds  were  applied. 

Unless  the  Authority  can  document  that  state  funds  were  used  to 
pay  for  a  pro-rata  share  of  security  services,  a  review  and 
determination  must  be  made  of  the  amount  of  security  costs  that 
should  have  been  appropriately  expensed  to  state-assisted  housing 
programs . 

The  Authority's  accounting  records  should  be  corrected  and 
revised  financial  statements  submitted  to  HUD. 
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PART  XI 
OCCUPANCY  AUDIT 


The  Occupancy  Audit  was  conducted  according  to  the  procedures 
and  requirements  of  the  Public  Housing  Audit  Handbook,  7465.2  Rev. 
The  purpose  of  the  Audit  is  to  determine  compliance  with  HUD 
requirements  applicable  to  the  admission  and  occupancy  functions, 
validate  information  reported  to  HUD  and  to  provide  technical 
assistance,  particularly  with  respect  to  assisting  the  PHA  in 
minimizing  exposure  to  fraud  and  program  abuse. 

Admissions  practices  were  reviewed  by  comparing  a  sample  of  50 
files  of  recently  admitted  applicants  with  applicants  with  similar 
dates  of  application  who  were  still  on  the  waiting  list.  A  sample 
of  237  resident  files  was  reviewed  to  determine  compliance  with 
occupancy  requirements . 

Finding 

The  waiting  list  has  not  been  annually  updated  to  determine  the 
continued  interest  of  applicants.  Annual  update  of  the  waiting  list 
is  required  by  section  V.A.3  of  the  Tenant  Selection,  Assignment 
and  Transfer  Plan  (TSATP)  and  recommended  by  Section  2-3  of 
Handbook  7465.1  Rev-2. 

Required  Corrective  Action 

Consideration  has  been  given  to  your  response  in  which  you  state 
that  you  have  advised  applicants  of  various  changes  pertaining  to 
tenant  selection  procedures,  and  that  you  plan  to  do  another  notice 
to  obtain  information  regarding  the  proposed  "alternative  feed" 
plan.  This  finding  is  concerned  with  the  fact  that  you  have  not 
solicited  information  on  the  continued  general  interest  of  those 
applicants  who  have  not  responded  to  specific  requests  for 
information.  It  is  possible  that  there  are  people  on  the  waiting 
list  who  are  no  longer  interested.  This  is  based  on  observation  of 
applicant  files  in  which  there  was  no  evidence  of  contact  with  the 
Authority  for  five  years.  An  update  of  this  type  could  be  combined 
with  your  next  survey  regarding  alternative  tenant  selection 
procedures.  Please  reassess  the  feasibility  of  this  update  of  your 
waiting  list.  One  purpose  of  this  type  of  update  is  to  ensure  that 
your  waiting  list  accurately  reflects  the  overall  need  for  housing 
and  the  need  by  unit  type . 

Regarding  concerns  raised  in  the  report  about  the  length  of  time 
involved  in  arranging  informal  reviews  for  applicants,  please 
clarify  your  response  and  advise  as  to  what  specific  administrative 
changes  you  plan  to  make  to  remedy  the  situation. 
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Finding 

Preference  has  not  been  given  to  elderly  applicants  (including 
disabled  and  handicapped  persons)  over  Single  Persons  in  the 
selection  process  for  one  bedroom  units  in  family  developments. 
Such  preference  is  required  by  Part  912.3  (e).  The  waiting  list 
does  not  distinguish  between  applicants  who  are  Single  Persons  and 
those  who  qualify  as  Elderly  (including  disabled  and  handicapped 
persons ) . 

The  draft  report  cited  as  a  finding  the  fact  that  Single  Persons 
were  being  admitted  without  the  authorization  required  by  Part 
912.3  (a).  In  your  response  you  stated  that  you  were  authorized  to 
admit  Single  Persons  to  family  developments  by  our  letter  of 
June  9,  1977.  The  basis  for  continuing  this  authorization  must  be 
reviewed.  Therefore,  please  submit  current  information  described 
below  to  support  the  continuation  of  this  authorization. 

Required  Corrective  Action 

Immediately  implement  the  mandatory  selection  preference  for 
applicants  qualifying  as  Elderly  over  Single  Persons. 

The  continued  need  and  justification  for  authorization  must  be 
documented.  The  determination  must  be  based  upon  information 
contained  in  your  waiting  list  and  vacancy  turnover  information 
from  developments. 

Outreach  to  eligible  applicants,  other  than  single  persons,  must  . 
be  conducted.  During  the  review,  little  evidence  of  outreach  to  Ml 
disabled  and  handicapped  individuals  was  found.  The  only  outreach  [J I 
on  file  was  a  letter  to  a  single  agency  listing  accessible  units. 

In  your  response,  please  provide  the  following  information: 

1.  The  number  of  applicants  on  the  waiting  list  for  studio  and 
one  bedroom  apartments  who  are  still  interested  in  BHA  housing. 

2 .  A  breakdown  of  how  many  of  the  remaining  interested 
applicants  are  single  persons,  and  how  many  are  elderly 
(including  disabled  or  handicapped)  persons,  according  to  the 
Section  912.2  definitions.  Also,  how  many  are  residents  in 
occupancy  awaiting  transfer. 

3.  Information  on  studio  and  one  bedroom  unit  turnover  in  each 
development  where  you  believe  this  authorization  is  needed. 
This  should  include  how  many  units  are  expected  to  become 
vacant  within  a  one  year  period  based  upon  past  turnover  for 
units  of  the  same  size. 

4  .  Evidence  of  outreach  to  disabled  and  handicapped  individuals . 
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5.  Any  other  information  you  believe  pertinent  to  the  assessment 
of  the  need  for  authorization  to  admit  single  persons. 

Development  Specific  Waiting  Lists  for  Elderly 

Selection  of  applicants  from  the  waiting  list  is  controlled  by 
3  documents:  the  Tenant  Selection,  Assignment  and  Transfer  Plan 
(TSATP)  of  1977;  the  Voluntary  Compliance  Agreement  (VCA)  of  June 
14,  1988;  and  the  revised  selection  preferences  which  were 
implemented  in  February,  1989. 

Development-specific  waiting  lists  are  maintained  for  elderly 
applicants  who  do  not  claim  a  selection  preference.  Development- 
specific  lists  were  approved  by  HUD  for  both  family  and  elderly 
applicants  in  the  1977  TSATP.  The  VCA  of  1988  required  the  BHA  to 
establish  a  community-wide  waiting  list  for  family  housing.  Because 
the  VCA  did  not  address  the  organization  of  the  waiting  list  for 
elderly  housing,  elderly  waiting  lists  are  still  maintained  for 
individual  developments,  as  permitted  by  the  1977  TSATP.  A  city- 
wide  waiting  list  is  also  maintained  for  elderly  who  claim  a 
selection  preference. 

HUD's  concern  with  allowing  "development  specific"  waiting  lists 
is  that  they  may  permit  patterns  of  occupancy  which  may  be 
inconsistent  with  Title  VI  of  the  Civil  Rights  Acts  of  1964,  and 
Title  VIII  of  the  Civil  Rights  Act  of  1968.  The  practice  of 
allowing  elderly  applicants  to  choose  developments  appears  to  allow 
the  maintenance  of  segregated  occupancy  patterns  in  many  elderly 
developments.  The  Authority's  quarterly  management  report  includes 
information  on  the  race/ethnicity  of  the  occupants  of  elderly 
developments  which  demonstrates  these  patterns.  This  is  of 
particular  concern  because  the  BHA  is  presently  under  a  voluntary 
compliance  agreement  to  desegregate  its  housing  developments.  Also, 
this  practice  may  be  causing  certain  developments  to  have  higher 
vacancy  rates  than  others.  The  concerns  expressed  in  your  response 
about  elderly  reliance  upon  neighborhood  support  structures  within 
the  City  and  the  possibility  of  an  increase  in  unit  refusals  are 
recognized  as  valid  issues  and  will  be  considered. 

The  question  of  whether  it  is  appropriate  to  continue  the 
maintenance  of  development-specific  waiting  lists  for  elderly 
applicants  has  been  referred  to  the  HUD  Office  of  Fair  Housing  and 
Equal  Opportunity. 

Tenant  Selection 

An  excellent  system  has  been  developed  for  implementing  the 
federal  preferences.  Procedures  for  notifying  applicants  of  the 
availability  of  the  preferences  and  for  verifying  qualifications 
for  the  preferences  appear  to  be  very  effective.  There  were, 
however,  several  errors  in  assignment  of  preference  point  values 
for  the  following  applicants: 
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Applicant  ♦        Points  Date  of  Dnit  Offer 

059875  52              12-11-89 

056888  50              3-22-89 

044327  52              9-14-89 

These  three  (3)  applicants  were  assigned  50  points  when  the 
circumstances  described  and  verified  in  their  files  did  not  show 
that  they  qualified  for  50  points.  In  order  to  receive  highest 
priority,  an  applicant  must  have  been  actually  displaced  by 
disaster,  condemnation  or  certain  types  of  court-ordered  eviction. 
Applicant  #059875  had  not  been  actually  displaced.  Applicant 
#056888  was  given  the  highest  preference  after  the  applicant's 
landlord's  attorney  wrote  a  letter  stating  that  the  landlord  was 
hospitalized  and  could  no  longer  maintain  the  property  occupied  by 
the  applicant.  Applicant  #044327  was  living  in  housing  unsuited  to 
his  needs . 

The  point  value  of  the  preference  for  which  the  applicant 
qualified  was  not  indicated  in  the  applicant  file,  but  did  appear 
on  the  waiting  list.  Please  respond  to  these  errors  in  assignment 
of  preference  points,  and  advise  us  of  measures  you  intend  to  take 
to  ensure  that  points  are  correctly  assigned. 

Development  managers  are  allowed  to  conduct  their  own  screening 
of  applicants  referred  by  the  Occupancy  Department.  When  a  unit 
offer  is  made,  the  applicant  signs  a  "Housing  Offer  Response"  form 
which  states  that  the  development  manager  may  conduct  further 
review  of  the  application  to  make  a  final  decision.  While 
development  managers  may  have  information  about  an  applicant  which 
might  have  eluded  the  screening  process,  this  should  be  an 
extremely  rare  circumstance.  Applicant  screening  must  be  conducted 
only  by  the  Occupancy  Department.  Development  Managers  should  not 
return  applicant  files  to  the  Occupancy  Department  either  for 
further  screening  or  for  lack  of  information.  The  current  practice 
precludes  the  possibility  of  timely  notice  of  ineligibility  which 
is  required  by  Part  960.207,  and  is  likely  to  result  in 
inconsistent  screening  practices.  In  your  response,  please  clarify 
exactly  what  development  level  screening  is  taking  place.  Use  of 
the  above  mentioned  form  and  review  of  eligibility  and  suitability 
by  development  managers  must  be  discontinued. 

Finding 

An  additional  definitional  element  has  been  added  to  the  federal 
preference  for  the  homeless,  and  HUD  approval  was  not  requested. 
Part  960.211  (a)  (3)  requires  that  a  PHA  submit  alternative 
definitions  for  HUD's  review  and  approval. 

Living  with  another  household  or  "doubled  up"  has  been  added  as 
a  definitional  element  of  homelessness .  This  is  not  an  element  of 
the  regulatory  definition  of  homelessness.  It  is  not  an  element  of 
the  federal  preferences  except  in  the  context  of  determining 
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whether  a  person  who  has  been  involuntary  displaced  has  acquired 
"standard  permanent  replacement  housing." 

Required  Corrective  Action 

The  draft  report  requested  that  you  1)  reassign  the  point  value 
of  "doubled  up"  so  that  it  would  operate  as  a  local  preference  not 
requiring  our  approval  as  an  alternative  definition  of  a  federal 
preference  or  2)  request  approval  to  use  it  as  an  additional 
definitional  element  of  a  federal  preference.  It  was  also  requested 
that  you  consider  the  fact  that  alternative  definitions  should  not 
excessively  restrict  or  broaden  the  scope  of  the  federal 
preferences  so  as  to  weaken  the  statutory  intent  to  direct  scare 
housing  resources  to  the  neediest.  Your  response  to  our  draft 
report  did  not  indicate  that  you  considered  these  issues.  Please 
advise,  based  on  your  experience,  as  to  whether  this  definition  has 
such  broad  applicability  that  there  would  be  a  significant  effect 
on  applicants  who  are  homeless  according  to  the  statutory 
definition.  Consideration  should  also  be  given  to  assigning  a  lower 
point  value  to  applicants  who  are  living  "doubled  up"  than  to  those 
who  are  homeless  according  to  the  definition. 

Finding 

During  the  file  review  it  was  found  that  many  tenant  files 
contained  inadequate  income  verification  or  none  at  all.  In  some 
cases,  only  one  pay  stub  was  used  to  verify  employment  income.  In 
others,  the  verification  did  not  match  what  was  used  to  calculate 
the  rent.  In  addition,  the  BHA  does  not  appear  to  be  requesting 
information  from  residents  about  assets. 

Required  Corrective  Action 

The  BHA  should  review  24  CFR  913.109  which  pertains  to 
verification  procedures.  The  BHA  must  revise  the  lease  to  require 
tenants  to  allow  the  Authority  to  seek  third  party  verification  of 
income.  In  cases  where  pay  stubs  are  used  a  minimum  of  four  (4) 
weeks  should  be  used.  The  BHA  should  seek  information  on  assets. 
If  any  adult  member  of  a  tenant  family  is  not  working,  a  signed 
statement  attesting  to  this  should  be  maintained  in  the  tenant 
file. 

Your  response  indicated  that  you  are  reviewing  development  level 
procedures  and  that  you  will  adopt  new  procedures  and  provide 
training  as  necessary.  Please  advise  further  on  what  actions  you 
have  taken  or  plan  to  take. 

Finding 

The  BHA  is  not  maintaining  the  HUD  50058  in  the  tenant  files 
for  new  admissions  and  annual  reexaminations.  The  BHA  has  developed 
its  own  computerized  TSR  form.  However,  this  form  does  not  contain 
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all  the  necessary  information  contained  on  the  HUD  50058  and  as 
required  by  Notice  PIH  87-23  (PHA)  and  Handbook  74  65.3. 

Required  Corrective  Action 

1.  The  BHA  must  begin  using  the  HUD  50058  or  revise  its  TSR  form 
to  contain  the  required  information. 

2.  If  the  TSR  is  revised,  it  must  display  the  data  exactly  as 
it  would  appear  on  the  HUD  50058.  This  is  necessary  because  the 
BHA  will  soon  be  required  to  submit  copies  of  the  form  for  data 
compilation. 

3.  THe  BHA  must  also  use  the  attachments  to  the  HUD  50058: 
Federal  Privacy  Act;  Tenant  Certification;  and  PHA 
Certification. 

4.  All  pertinent  forms  must  be  signed  by  the  family  and 
appropriate  BHA  official. 

Your  response  indicated  that  you  would  complete  these  actions . 
Please  confirm  that  this  has  been  accomplished. 

Finding 

Notifications  of  the  hazards  of  lead-based  paint  were  found  in 
only  approximately  30  percent  of  the  tenant  files.  They  have  not 
been  given  to  all  residents  of  buildings  constructed  prior  to  1978. 
Such  notice  is  required  by  24  CFR  965.703. 

Required  Corrective  Action 

1.  The  BHA  must  ensure  that  all  tenants  (including  elderly 
tenants)  living  in  housing  built  before  1978  receive  a  copy  of 
the  Lead  Based  Paint  Notice.  A  signed  receipt  indicating  the 
tenant  received  the  notice  must  be  maintained  in  the  tenant 
file. 

2.  A  copy  of  this  notice  must  also  be  provided  to  all  applicants 
of  public  housing  at  the  time  of  application. 

Your  response  stated  that'  notice  to  all  residents  would  be 
completed  by  September,  1990.  Please  advise  as  to  whether  this  has 
been  accomplished. 

Unit  Inspections 

The  file  review  disclosed  that  the  BHA  is  not  conducting  annual 
unit  inspections  on  a  regular  basis.  Most  files  indicated  that 
inspections  were  done  in  late  1989  or  early  1990.  However,  in  most 
cases  the  most  recently  conducted  inspections  dated  back  several 
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years .  Your  response  indicated  that  the  apparent  failure  to  conduct 
inspections  was  due  to  inconsistent  filing  practices. 

Types  of  inspection  forms  used  and  the  frequency  of  inspection 
varied  among  projects.  Some  forms  contain*--  detailed  checklists 
and  handwritten  notes,  while  others  were  no-  :ng  more  than  a  blank 
form  stating  Mno  code  violations  found."  There  appears  to  be  a  lack 
of  consistency  and  uniformity  in  inspection  procedures.  Inspection 
records  did  not  confirm  that  your  procedures  ensure  that  units 
comply  with  Housing  Quality  Standards  (HQS)  which  includes  State 
and  local  codes . 

Please  provide  in  your  response  a  copy  of  your  revised 
Inspection  Form  and  advise  of  your  plan  for  ensuring  consistent 
inspection  procedures . 

Finding 

The  Transfer  Policy  does  not  ensure  the  efficient  operation  of 
developments  required  by  ection  201  of  the  Annual  Contributions 
Contract  (ACC)  because  it  fails  to  require  transfers  to  units  of 
appropriate  size. 

24  CFR  966.4(c)(3)  requires  that  the  dwelling  lease  contain  an 
agreement  by  the  tenant  to  transfer  to  a  unit  of  appropriate  size 
based  on  family  composition  when  such  unit  becomes  available.  The 
BHA  lease  incorporates  this  requirement,  however,  the  BHA  policy 
does  not  require  the  transfer  of  overhoused  elderly  residents. 
Other  residents  may  remain  on  the  transfer  waiting  list  for 
excessively  long  periods  of  time  due  to  the  priority  assigned  to 
transfers . 

Required  Corrective  Action 

Elderly  Family  Transfer 

Consideration  has  been  given  to  your  response  to  our  draft 
report  recommendations  regarding  elderly  transfers.  You  stated  that 
the  support  groups  and  counseling  which  were  recommended  w:  Id  be 
too  costly  and  labor  intensive  given  current  budgetary  consti-ints. 
This  is  a  legitimate  obstacle  to  implementation  of  an  e.derly 
resident  transfer  policy.  Despite  the  difficulties  involved  in 
implementation  of  elderly  transfers,  your  policy  is  inadequate  and 
permits  an  unjustifiable  waste  of  scarce  housing  resources  by 
permitting  elderly  residents  to  remain  in  large  units  for  which 
they  have  no  need.  A  workable  solution  can  be  achieved  which  takes 
account  of  elderly  resident  concerns. 

An  alternative  policy  should  be  developed  which  takes  account 
of  health  and  other  reasonable  concerns  associated  with  transfers. 
Consideration  may  be  given  to  a  policy  which  allows  elderly 
residents   to   remain   in   their   current   development.   If   the 
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development  contains  no  units  of  appropriate  size,  you  could 
consider  permitting  them  to  remain  in  the  development  but  require 
that  they  transfer  to  a  unit  with  no  more  than  one  extra  bedroom. 
Please  respond  with  an  alternative  transfer  policy  for  elderly 
residents.  Also,  provide  data  on  how  many  elderly  families  are 
overhoused,  including  their  actual  unit  size  required,  current  unit 
size  and  development,  and  race/ethnicity. 

The  absence  of  a  policy  requiring  transfer  of  overhoused  elderly 
residents  limits  the  supply  of  larger  units  and  thereby  has  the 
effect  of  making  other  applicants,  particularly  families  with 
children,  wait  longer  for  housing.  For  this  reason,  the  matter  is 
being  referred  to  the  Office  of  Fair  Housing  and  Equal  Opportunity 
(FH&EO)  for  evaluation  as  to  whether  this  is  a  violation  of  the 
1988  Fair  Housing  Amendments  to  Title  VIII  of  the  Civil  Rights  Act 
of  1968  which  prohibit  discrimination  based  on  familial  status.  The 
question  of  whether  this  policy  has  resulted  in  racially 
identifiable  patterns  of  overhousing  of  elderly  residents  is  also 
being  referred  to  FH&EO. 

Family  Transfers 

The  BHA  should  make  every  effort  to  allow  families  to  remain 
in  the  developments  in  which  they  currently  reside.  However,  if 
the  appropriate  sized  unit  is  not  contained  in  that  development's 
inventory,  the  family  should  be  placed  in  a  development  with  the 
appropriate  sized  unit  as  close  to  the  original  development  as 
possible. 

All  families  in  need  of  transfers  should  be  identified  and 
placed  on  a  list  for  possible  transfer.  The  family  should  be 
interviewed  to  determine  their  needs  in  relation  to  work,  school, 
and  other  factors. 

The  BHA 's  current  transfer  policy  requires  tenants  to  apply  for 
a  transfer  and  be  placed  on  the  waiting  list  along  with  applicants. 
Unless  their  present  unit  is  extremely  substandard,  it  is  likely 
that  a  tenant  family  would  have  to  wait  up  to  several  years  to 
transfer  to  an  appropriate  sized  unit.  This  would  happen  because 
those  new  applicants  qualifying  for  a  priority  I, II, III  category 
will  be  housed  before  transfers  are  made. 

The  BHA  must  revise  this  policy  so  that  tenant  families 
requiring  transfers  can  be  served  faster.  A  policy  should  be 
established  to  determine  when  a  transfer  would  receive  priority 
over  housing  a  new  applicant.  For  example,  the  BHA  might  choose  to 
use  every  third  vacancy  within  each  bedroom  size  for  the  purpose 
of  making  a  transfer.  The  policy  should  also  state  the  BHA's 
reimbursement  procedures  and  amounts,  and  explain  when  transfers 
will  be  required. 
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A  separate  list  should  be  maintained  for  recording  those  tenant 
families  in  need  of  a  transfer.  The  list  should  contain  the 
family's  name,  project  Location,  unit  size  occupied,  unit  size 
needed,  and  the  date  that  the  3d  for  the  transfer  was  brought  to 
the  SKA'S  attention.  Every  yet.  at  reexamination,  the  BHA  should 
reevaluate  the  unit  size  need  of  the  family.  Families  should  be 
encouraged  to  report  the  need  for  a  transfer. 

Progress  has  been  made  in  correcting  the  under  and  overhousing 
of  residents  of  family  housing.  Your  policy  regarding  family 
transfers  which  permits  underhoused  families  to  voluntarily  waive 
SKA  occupancy  standards,  provided  State  and  local  code  space 
recuiremer.es  are  met,  is  acceptable.  An  explicit  statement  cf  the 
State  and  local  code  ccmpliar.ee  provision  could  not  be  found  in 
any  cf  your  documents.  Please  provide  a  copy  with  your  response. 

"lie  .Maintenance 

The  tenant  files  from  many  of  the  developments  were  extremely 
disorganized.  They  were  net  arranged  in  chronological  crder,  and 
mf  crmacicr.  from  several  different  reexaminations  was  often 
intermixed . 


-.endaticr.  -  Cuality 


At  present,  the  rent  collection  division  periodically  audits 
the  tenant  files  at  the  development  level.  It  is  recommended  that 
the  SKA  provide  training  tc  both  development  managers  and  these 
audit crs  tc  ensure  that  they  are  aware  of  regulatory  requirements 

and  changes . 

Alien  Regulations 

The  BHA  is  requiring  applicants  and  tenants  tc  certify  that  no 
members  cf  their  households  are  non-immigrant  student  aliens.  In 
accordance  with  Notices  ?IH  87-23  and  87-28,  this  requirement  has 
been  rescinded,  and  PHAs  should  not  be  requesting  or  requiring  any 
information  pertaining  to  alien  status  from  applicants  or  tenant 
families.  Your  response  that  certification  regarding  alien  status 
has  beer,  removed  from  the  Tenant  Status  Review  is  acceptable  and 
dc  further  response  is  needed. 

Income  Residents 


luring  the  review,  discussions  took  place  about  the 
imp.ementaticn  of  the  recently  developed  policy  concerning  eviction 
cf  high-income  residents.  Reviewers  were  advised  that  as  far  as 
cculd  ce  ascertained,  the  policy  had  been  uniformly  applied  tc  all 
residents  regardless  of  the  income  source.  There  was  some 
uncertainty,  however,  as  to  whether  ail  employees  of  the  BHA,  TXC 
and  Tenant  Task  Forces  whose  family  incomes  were  high  enough  to 
trigger  policy  implementation  had  been  notified. 
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After  the  issuance  of  the  draft  report,  ycu  r-^i.:-.£C  a  re 

to  modxfj  your  policy  or.  ev::-..::.  cf  high  .r.:cre  resicer.es  , 
request  of  August  2,  15 3 C ,  to  exenpt  moose  frcr.  eertair.  so 
froE  consideration  It.  oetsm r.ir.c  vr.et.ter  a  ~  ~  ~  shcul 
sv  **ec  or.  t.".e  oasis  cf  moors  clarifies  one  issuss  raissc  ; 
orafc  report.  rlsass  prcvios  the  ir.fcrr.at_r-  rsruestec  i: 
letter  cf  August  2S,   19  91  which  is  r.eeoeo  cc  corplsts 

l^oartner.o  '  s  resident  srpcwsrrsr.c  peals. 

Findine 

The  lease  ices  *c*  rsst  ail  or.  e  r  scur  erer.  o  s  of?  aro  5  £  £  .  4 
lease  also  viclates  Part  542  bv  rrcr.  iricm  c  cecs  _r. 
isvslccrsr.es  . 


The  lease  rust  be  revised  tc  reec  coe  rscilrsrsr.ts  cf 
5  5  6,4.  Tr.e  lease  used  fcr  residents  cf  s  1  o  s  r  1  v  oevs_corer.es 
alsc  ccrply  with  Part  5  42  by  pert:::.:.:  the  jesspmg  cf  c 
household  pets.  It  is  understood  chat  the  Authority  has  prorrul 

ru les  ccr.es m. i r. o  re ts  ir.  slosrlv  r. ousir. o  a r. o  oces  r. co  er. fcrc 

obsolete  oe t  orohibltior.  for  reside r.ts  of  eldsrlv  rsvs_ccrsr.t: 
lease  for  elderlv  dsvsleorsr.ts  should  mccrrcraos  toe  oeo  ru 

reference . 

r.eootiatlor. s  with  the  Tenant  T  a  s  /c  Force  m  croer  oc  rcoif 
lease.  Rer.eoooiaoioo  of  one  lease  had  besr.  oelaved  cer.emc 
aooloioaoed  oroiculcatlor.  of  revised  rsc"__acicr.s  co  ooe  leas 
crievar.es  orooedure.  Sir.cs  ohs  sxtecoso  oaos  cf  cuolicaci 
unxrowr. ,  ohere  should  be  r.o  further  Oslay  in  rsvisiop  ohs  le  = 
ccrrlv  with  rscuirener.ts  which  ha%*e  esse™oiallv  Ossr  ir  s 
since  15 "" . 

ccosuloaoior.  with  the  Tenant  Task  Force  and  rooif _caoien  c 
lease. 


Keve-in  inspecoions  are  r.co  conducted  as  reruirsc  by  ?a: 

(i;  and  the  3KA  lease. 

Rscuirsd  lorrectivs  Action 


Kcve-ir  inspections  must  be  conducted.  Ths  inspection  for 
be  sicr.sb  bv  one  rssideno  to  vsrifv  arrssrsr.o  en  ohs  ccooio 
ohs  unio.  In  your  response  you  statso  cOat  you  havs  dev: 
proosdurss  for  conducting  revs-m  inspections  which  will 

=  : 


effect  November  1,  1990.  Please  provide  a  copy  of  the  procedure  and 
inspection  form  to  be  used. 

Finding 

There  is  no  consistent  procedure  for  charging  residents  for 
repairs.  Part  966.5  requires  that  a  schedule  of  charges  for 
services  and  repairs  be  posted  at  each  development.  At  the 
development  level,  reviewers  found  either  no  procedures  or 
inconsistent  procedures  for  charging  residents  for  damages  caused 
by  their  families  or  guests. 

Required  Corrective  Action 

A  schedule  of  charges  for  repairs  and  services  must  be  developed 
and  posted  in  each  development  as  required  by  Part  966.5.  Resident 
comment  must  be  solicited  and  considered  prior  to  the  charges 
taking  effect.  Please  provide  a  copy  of  the  proposed  schedule  of 
charges  and  notice  to  residents. 
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PART  XII 

Resident  Support  and  Economic  Development  Services 
Resident  Employment 
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PART  XII 

RESIDENT  SUPPORT  AND  ECONOMIC  DEVELOPMENT  SERVICES 
RESIDENT  EMPLOYMENT 


Besides  providing  decent,  safe  and  sanitary  housing  for  low 
income  families,  it  is  an  objective  of  this  Department  that 
opportunities  for  economic,  educational  and  cultural  advancement 
also  be  available  to  residents  of  public  housing,  and  the  on-site 
review  covered  this  area,  as  well.  The  information  reviewed  and 
activities  observed  taking  place  revealed  that  the  Boston  Housing 
Authority  has  addressed  these  objectives  very  effectively  and  some 
of  them  are  listed  in  this  report. 

Tenant  Employment 

As  of  March  31,  1?  ,  the  Authority  employed  more  than  280 
public  housing  resident  n  a  variety  of  positions  including  21  in 
professional  skills.  I  s  the  policy  of  the  Authority  to  give 
preference  to  resident  or  all  available  jobs  consistent  with 
collective  bargaining  a  aments  and  equal  opportunity  employment 
laws.  Through  the  BHA's  ,partment  of  Community  Services,  career 
counseling  is  provided  to  residents,  and  for  the  five  year  period 
ended  December  31,  1989,  it  was  reported  that  more  than  8,000 
persons  were  counseled,  of  which  2,500  were  placed  into  education 
and  training  programs  and  another  1,071  found  jobs. 

The  Authority  provides  adult  literacy  services  for  the  purpose 
of  skills  training  and  job  placement.  Since  1984,  an  average  of 
275  persons  have  been  assisted  each  year  and  in  1989,  274  residents 
participated  of  which  51  transitioned  into  further  educational  and 
training  programs,  or  got  jobs. 

Since  1982,  the  Authority  has  worked  with  the  Department  of 
Public  Welfare  to  operate  a  supported  work  program  for  welfare 
recipients.  Since  1985  a  total  of  415  have  been  successfully  placed 
in  employment  of  which  50%  were  public  housing  residents. 

Child  Care 

The  Authority  recognized  long  ago  that  child  care  was  an 
essential  service  necessary  to  enable  low-income  families  the 
opportunity  to  seek  economic  and  educational  advancement.  On-site 
child  care  programs  are  available  at  20  locations  and  provide  590 
child-care  slots. 

These  programs  serve  children  from  infancy  through  elementary 
school.  Resident  participation  is  encouraged  not  only  as  consumers, 
but  also  in  staff  employment  and  community  advisory  roles.  One 
program  is  entirely  tenant -managed  and  operated,  and  most  of  the 
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programs  train  and  employ  public  housing  residents.  The  Authority 
has  solicited  and  committed  significant  amounts  of  public  funds  to 
the  development  of  child  care,  and  three  additional  locations  are 
scheduled  to  have  child-care  facilities  by  1992. 

Youth  Programs 

It  was  reported  by  the  Authority  that  of  all  criminal  incidents 
reported  at  family  developments,  70%  are  attributable  to  young 
people,  and  that  four  out  of  ten  youths  drop  out  of  high  school. 
The  Authority  has  designed  programs  that  give  to  BHA  Youths 
constructive  alternative  to  drugs  and  crime  by  providing  positive 
role  models,  employment  opportunities  and  athletic  and  cultural 
activities . 

A  program  called  "Youth  on  the  Rise"  places  young  workers  in 
all  family  developments  to  organize  events  and  activities  for  BHA 
youths,  to  provide  counseling,  and  to  make  them  aware  of  the 
dangers  of  drugs. 

Regarding  young  women,  a  program  to  counsel  pregnant  and 
parenting  teens  provided  help  to  94  teens  in  1989  of  which  40  were 
successfully  transitioned  to  return  to  school  or  into  training 
programs,  or  employment.  An  after-school  tutoring  program  assisted 
138  youths  in  1989  of  which  64%  completed  the  entire  year  and 
continued  additional  study. 

Elderly  Services 

Social  service  programs  are  available  in  all  35  elderly 
developments  providing  residents  counseling,  exercise  programs, 
health  screening,  arts  and  crafts  and  other  groups  activities. 
Since  1984  more  than  3,600  residents  have  received  counseling  or 
have  been  referred  to  social  service  agencies  for  help. 
Approximately  50  elderly  residents  each  month  participate  in  a  Peer 
Alcoholism  Program. 

Tenant  Organization 

An  important  cornerstone  of  the  Authority's  success  in  providing 
non-housing  services  is  the  increasingly  important  role  played  by 
tenant  organizations.  Presently,  the  Authority  recognizes  and  funds 
24  family  development  tenant  organizations  with  $1.4  million  in 
funds  derived  mostly  from  the  state  funding  agency,  EOCD.  These 
organizations  have  been  instrumental  in  creating  the  better  living 
conditions  in  all  the  developments  and  in  implementing  the  programs 
described  here.  The  Authority  reported  that  in  one  year  alone,  the 
estimated  value  of  in-kind  contributions  and  financial  commitments 
raised  by  one  family  development  tenant  organization  was  nearly  $5 
million. 
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Our  interviews  with  leaders  of  tenant  organizations  revealed 
their  strong  support  for  the  Administrator  and  the  Authority's 
initiatives.  Especially  important  to  them  were: 

+  Improved  maintenance  programs  and  response  times 

+  Rehabilitation  Programs  and  restoration  of  vacant  units 

+  Administrator's  "open  door"  policy  and  promotion  of  resident 
initiatives. 

A  concern  expressed  by  all  tenants  was  the  increased  drug  and 
crime  activities  in  the  developments  and  the  need  for  improved 
public  safety.  While  recognizing  the  Authority's  effort  in 
providing  improved  public  safety,  all  tenants  felt  that  more  needs 
to  be  done . 
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PART  XIII 
SUMMARY  OF  FINDINGS  AND  OBSERVATIONS  REQUIRING  REPLIES 

Please  refer  to  the  main  body  of  the  report  for  specific  details 
of  each  item. 

Part  I;  Organization  and  Staffing 

1.  Conduct  a  review  of  the  Authority's  organization  and  staff. 

2 .  Negotiate  wage  rates  for  maintenance  workers  that  are  more  in- 
line with  HUD-determined  maintenance  wage  rates. 

3.  Submit  a  copy  of  the  new  Management  Policy  Plan  including  a 
summary  of  benefits  negotiated  with  each  union  and  the  Authority's 
analysis  of  each  agreement  as  to  compliance  with  HUD  Handbook 
7401.7,  chapter  4. 

4.  Establish  and  submit  policy  and  procedure  for  employee 
evaluations . 

5.  Determine  whether  Tidwell,  Bornhill,  and  Moore's  salaries  and 
other  manager's  salary  should  have  been  expensed  to  non- federal 
sources  because  they  were  not  certified  as  required  by  this  federal 
regulations . 

Part  II  Travel 

1.  Submit  Travel  Policy  for  Authority  employees  that  is  consistent 
with  local  government  practices . 

2.  Establish  and  submit  procedures  for  the  documentation  and 
reimbursement  of  employee  business  and  travel  expenses. 

Information  was  received  from  the  Authority  on  October  5,  1990, 
that  responded  to  the  recommendations  in  Part  II,  and  is  under  HUD 
review. 

Part  III  Operationally  Troubled  Performance  Indicators 

1.  Provide  information  which  demonstrates  that  the  minimum 
performance  standards  are  being  achieved  or  develop  a  plan  that 
addresses  the  problems  and  solutions  necessary  to  attain  the 
minimum  performance  standards . 

Part  IV  Financial  Planning.  Accounting  and  Reporting 

1.  Improve  cash  management  system  including  updating  operating 
manuals . 
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2.  Establish  policy  and  procedures  relative  to  petty  cash  funds. 

3.  Submit  copies  of  journal  entries  representing  reconciliation  of 
the  1989  and  1990  inventory  count  with  the  BHA  financial  records. 

4.  Execute  and  submit  appropriate  depository  agreements  with  all 
banks  holding  federal  funds  and  other  assurances  as  requested. 

5.  Determine  whether  Tidwell,  Bamhill  and  Moore's  salaries  and 
other  managers'  salaries  should  have  been  expensed  to  non-federal 
sources  because  they  were  not  certified  as  required  by  the  federal 
regulations . 

6.  Pay  PILOT  or  implement  provisions  of  Handbook  7510.1, 
Chapter  8,  Section  5. 

7.  Return  to  HUD  all  excess  funds  associated  with  the  Section  23 
leased  housing  program  and  close-out  the  program  as  described  in 
HUD  Handbook  7  4  30.1,  Change  9,  Chapter  5. 

8.  Complete  and  close-out  all  Comprehensive  Improvement  Assistance 
Programs  pursuant  to  instructions  in  HUD  Handbook  7485. 

9.  Submit  the  arrangement  for  establishing  52  Chauncy  Street, 
Business  Office,  as  a  cost  center  and  submit  an  operating  plan  and 
allocation  system  to  HUD  for  review.  Provide  cost-benefit  analysis 
for  99  Chauncy  Street  lease  contract  and  for  other  commercial 
contracts . 

10.  Review  various  issues  relative  to  resident  custodians  and 
respond  to  each. 

11.  Provide  information  relative  to  all  units  converted  to  non- 
dwelling  use,  how  reported  for  PFS,  and  whether  income  derived  from 
non-dwelling  use  is  reported  for  PFS. 

12.  Review  utility  settlement  forms  submitted  to  HUD  in  prior  years 
to  determine  whether  certain  excess  water  and  sewer  charges 
received  in  a  settlement  were  properly  credited. 

Part  V  Capital  Planning  and  Implementation  and  Labor  Standards 
Administration 

1.  Submit  an  organizational  chart  and  position  descriptions 
relative  to  the  changes  made  since  the  on-site  review  date. 

2.  A  revised  Comprehensive  Plan  for  Modernization  was  received  and 
is  under  HUD  review  and  no  BHA  action  is  necessary  at  this  time. 

3.  Submit  a  copy  of  the  Authority's  revised  operating  procedures 
that  will  assure  proper  documentation  and  timely  processing  of  CIAP 
requisitions . 
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4.  Excess  funds  advanced  to  the  Authority  for  the  Comprehensive 
Improvement  Assistance  Program  must  be  returned  to  HUD  (1985-911). 

5.  Comprehensive  Improvement  Assistance  Program  funded  in  1979, 
1982,  1983,  1984  should  be  closed-out  pursuant  to  procedures  in 
HUD  Handbook  7485.   Provide  schedule  of  actions  and  dates. 

Labor  Standards  Administration 

6.  Designate  an  employee  as  a  Federal  Labor  Standards  Compliance 
Officer,  and  ensure  that  Certificates  of  Completion  are  timely 
processed;  provide  a  comprehensive  reply  to  each  finding  including 
documentation  demonstrating  compliance  with  the  recommendation. 

Part  VI  Procurement  Policy  and  Practice 

The  Authority's  reply  to  the  draft  report  adequately  addressed 
each  of  the  recommendations  in  Part  VI,  Procurement  Policy  and 
Practice,  and  no  additional  information  is  necessary. 

1.  Ensure  that  the  evaluation  and  selection  of  architect  and 
engineering  contractors  are  fully  documented. 

2.  Ensure  that  cost  and  price  analyses  are  performed,  documented, 
and  that  profits  are  negotiated  separately. 

3.  Ensure  that  all  contract  files  are  fully  documented  to  support 
awards  and  bid  withdrawals . 

4.  Ensure  timely  receipt  of  HUD  Form  2530,  Previous  Participation 
Certificate. 

5.  Ensure  that  only  HUD  prescribed  construction  contracts  are  used 

6.  Revise  procurement  policy  and  procedures  relative  to  negotiated 
procurement  to  be  consistent  with  24  CFR  85.36(d). 

7.  Establish  system  for  recording  and  monitoring  non-construction 
contracts  including  maintenance  of  a  contract  register. 

8.  Establish  appropriate  files  for  consolidated  supply  program 
purchases . 

9.  Revise  procurement  handbook. 

10.  Centralize  the  maintenance  of  contract  documents. 
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Part  VII  Operation  of  Developments  Managed  bv  BHA 

The  Authority's  reply  to  the  draft  report  responded  to  each  of 
the  recommendations  in  Part  VII,  Operation  of  Developments  Managed 
by  BHA.  However,  because  of  the  long-standing  and  seemingly 
intractable  problem  relative  to  rent  collection,  its  resolution 
will  necessarily  be  included  in  a  memorandum  of  agreement  (MOA) . 
Also,  the  implementation  of  new  policies  and  procedures  relative 
to  collecting  rent  depends  to  some  extent  on  the  adoption  and  use 
of  a  new  lease  agreement  and  the  recommendations  in  this  report  are 
retained  for  future  consideration. 

1.  Revise  lease  agreement  and  submit  to  HUD  for  approval. 

2.  Review  rent  collection  policy  and  procedures  and  formally  adopt 
them;  consider  recommendations  in  Quadel  Report. 

3.  Respond  to  various  items  relative  to  expensing  Tenant  Accounts 
Receivable . 

4.  Ensure  that  collection  of  rent  is  the  responsibility  of  on-site 
manager  rather  than  Rent  Collection  Specialist 

5.  Consider  eviction  process  for  residents  not  responding  to 
recertification  process. 

6.  Develop  a  consistent  performance  standard  relative  to  repetitive 
repayment  agreements . 

7.  Adopt  policy  and  amend  lease  agreement  for  resident-caused 
damages  and  excess  electrical  appliances. 

8 .  Respond  to  comments  on  the  preparation  of  the  Tenant  Accounts 
Receivable  Report,  and  whether  Welfare  Vendor  payments  could  be 
reported  separately  and  received  more  quickly. 

Part  VIII  Operation  of  Tenant  and  Privately  Managed  Developments 

1.  Evaluate  the  performance  of  all  existing  agents,  design  a  well- 
defined  workplan  and  contract,  and  establish  a  system  for 
continuing  periodic  reviews.  Submit  copies  of  contracts  and 
evaluation  reports  and  audit  reports  of  managing  agents. 

Part  IX  Maintenance  Operations 

1.  Establish  a  policy  and  procedure  for  levying  charges  for 
resident-caused  damages. 

2.  Eliminate  backlog  of  workorders  in  Central  Maintenance  for  roof 
repairs . 
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3.  Improve  annual  unit  inspection  system  and  inform  HUD  when  new 
system  is  operational . 

4.  Submit  detailed  information  for  each  project  with  vacant  units 
caused  by  substandard  conditions  and  reconcile  that  information 
with  the  HUD-approved  Comprehensive  Occupancy  Plan. 

Part  X  Security 

1.  Submit  information  that  demonstrates  that  security  costs  were 
fairly  prorated  and  expensed  to  the  state  and  federal  programs . 

Part  XI  Occupancy  Audit 

1.  Waiting  list  must  be  updated  annually 

2.  Respond  to  concerns  relative  to  the  scheduling  of  hearings. 

3.  Submit  justification  for  continued  authorization  to  admit 
Singles,  and  implement  preference  for  Elderly  over  Single  Persons. 

4.  Respond  to  errors  in  assignment  of  preference  points. 

5.  Evaluate  impact  of  alternative  definition  of  federal  preference. 

6.  Improve  methods  of  verifying  resident  and  applicant  incomes. 

7 .  Respond  to  concerns  about  screening  by  development  managers . 

8.  Maintain  Form  HUD  50058  or  design  a  computer  form  that 
replicates  the  HUD  form. 

9.  Complete  notification  of  lead-based  paint  hazards. 

10.  Improve  inspection  procedures  and  submit  revised  inspection 
form. 

11.  Adopt  a  transfer  policy  which  ensures  efficient  use  of  housing 
resources . 

12 .  Improve  maintenance  of  files . 

13.  Discontinue  use  of  obsolete  non-immigrant  student  alien 
certification. 

14.  Conduct  move-in  inspections  as  required  by  24  CFR  966. 4(i). 

15.  Revise  lease  to  meet  requirements  of  Part  966,  Subpart  A. 
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16.  Establish  policy  and  procedure  for  levying  charges  for  resident 
caused  damage . 

Part  XII  Resident  Support  and  Economic  Development  Services  and 
Rmp \ oyment 

No  reply  required. 
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